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Vice-Chancellor's Message

The Distance Learning Centre is building on a sthdlition of over two decades of service
the provision of External Studies Programme and nowddise Learning Education in Nige
and beyond. The Distance Learning mode to whichargecommitted is providing access
many deserving Nigerians in having access to higlteication especially those o by the
nature of their engagement do not have the luxdryulh time education. Recently, it
contributing in no small measure to providing pader teeming Nigerian youths who for ¢
reason or the other could not get admission irdactimventionl universities
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Foreword

As part of its vision of providing education ftiiberty and Development” for Nigerians and
the International Community, the University of llaag Distance Learning Centre has recently
embarked on a vigorous repositioning agenda whiote@d at embracing a holistic and all
encompassing approach to the delivery of its Opistance Learning (ODL) programmes.
Thus we are committed to global best practicesigtadce learning provision. Apart from
providing an efficient administrative and acadesupport for our students, we are committed
to providing educational resource materials forake of our students. We are convinced that,
without an up-to-date, learner-friendly and diswtgarning compliant course materials, there
cannot be any basis to lay claim to being a provafedistance learning education. Indeed,
availability of appropriate course materials in tipé formats is the hub of any distance
learning provision worldwide.

In view of the above, we are vigorously pursuingaasnatter of priority, the provision of
credible, learner-friendly and interactive courssenals for all our courses. We commissioned
the authoring of, and review of course materialte@mms of experts and their outputs were
subjected to rigorous peer review to ensure standBhe approach not only emphasizes
cognitive knowledge, but also skills and humane@salwhich are at the core of education, even
in an ICT age.

The development of the materials which is on-gaatgp had input from experienced editors
and illustrators who have ensured that they arerate, current and learner-friendly. They are
specially written with distance learners in minchisl is very important because, distance
learning involves non-residential students who coften feel isolated from the community of
learners.

It is important to note that, for a distance learimeexcel there is the need to source and read
relevant materials apart from this course matefiberefore, adequate supplementary reading
materials as well as other information sourcesaggested in the course materials.

Apart from the responsibility for you to read tlusurse material with others, you are also
advised to seek assistance from your course foilid especially academic advisors during
your study even before the interactive session lwtidoy design for revision. Your academic
advisors will assist you using convenient technglowluding Google Hang Out, You Tube,
Talk Fusion, etc. but you have to take advantagth@de. It is also going to be of immense
advantage if you complete assignments as at whersduas to have necessary feedbacks as a
guide.

The implication of the above is that, a distarezher has a responsibility to develop requisite
distance learning culture which includes diligent alisciplined self-study, seeking available
administrative and academic support and acquisitibbasic information technology skills.
This is why you are encouraged to develop your edewpskills by availing yourself the
opportunity of training that the Centre’s providelgut these into use.



In conclusion, it is envisaged that the course nmatewould also be useful for the regular
students of tertiary institutions in Nigeria whe daced with a dearth of high quality textbooks.
We are therefore, delighted to present these titldmoth our distance learning students and the
university’s regular students. We are confideat the materials will be an invaluable resource
to all.

We would like to thank all our authors, reviewersl roduction staff for the high quality of
work.

Best wishes.

@A—mﬁi

Professor Bayo Okunade
Director
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About this course manual

About this course manual

Introduction to Work Place SOW208 has been prodbgedniversity of
Ibadan Distance Learning Centre. All course manpiadduced by
University of Ibadan Distance Learning Centrearecstired in the same
way, as outlined below.

How this course manual is
structured
The course overview

The course overview gives you a general introdactio the course.
Information contained in the course overview wélhyou determine:

= [f the course is suitable for you.

* What you will already need to know.

= What you can expect from the course.

= How much time you will need to invest to compldte tourse.
The overview also provides guidance on:

= Study skills.

= Where to get help.

= Course assignments and assessments.

= Margin icons.

We strongly recommend that you read the overveanefully before
starting your study.

The course content
The course is broken down into Study Sessions. E3iddy Session
comprises:

= An introduction to the Study Session content.

= Study Session outcomes.

= Core content of the Study Session with a varietigaifning activities.
» A Study Session summary.

» Assignments and/or assessments, as applicable.

= Bibliography
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Your comments

After completing Introduction to Work Place we wdalppreciate it if
you would take a few moments to give us your feellaam any aspect of

this course. Your feedback might include comments o

Your constructive feedback will help us to improaed enhance this

Course content and structure.

Course reading materials and resources.

Course assignments.

Course assessments.

Course duration.

Course support (assigned tutors, technical hetp), et

course.



Course Overview

Course Overview

Welcome to Introduction to
Work Place SOW208

In this cours, you will be acquaintedvith the concept of work plac
actions in the workplace and their interdependemcene another. Th
interplay will beexploredthrough the following topic

Course outcomes

Upan completion of Introduction to Work PlaB®W20¢ you will be

able to
= analyse the theories of industrial relations.
= discuss the evolution of trade unions in Nige
= describe the growth of employer’s association in Nige
= present conflict resolution in workplace.
Outcomes
Timeframe

This is a 15 week course. It requires a formalystirde of 45 hours. Th
formal studytimes are scheduled around online discussionsté eVith
your course facilitator / academic advisor to féaiié your learning
Kindly see course calendar on your course websitedheduled date
You will still require independent/personal studye particularly in
How long? studying your course materie

How to be successful in this
course

| As an open and distance learner your approaclatoifey will be

| different to that from your school days, where Y@l onsite educatio
You will now choose what yu want to study, you will have professiol
and/or personal motivation for doing so and you mibst likely be
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fitting your study activities around other professl or domestic
responsibilities.

Essentially you will be taking control of your le@trg environment. As a
consequence, you will need to consider performéssees related to
time management, goal setting, stress managemenBerhaps you will
also need to reacquaint yourself in areas sucBsay elanning, coping
with exams and using the web as a learning resource

We recommend that you take time now—before stastng self-
study—to familiarize yourself with these issueseféhare a number of
excellent resources on the web. A few suggestéd hne:

= http://www.dlc.ui.edu.ng/resources/studyskill. pdf

This is a resource of the UIDLC pilot course modileu will find
sections on building study skills, time schedulibgsic concentration
techniques, control of the study environment, nakéeng, how to read
essays for analysis and memory skills (“remembéying

= http://www.ivywise.com/newsletter marchl3 how tdf study.htm

This site provides how to master self-studyinghviitas to emerging
technologies.

= http://www.howtostudy.org/resources.php

Another “How to study” web site with useful links time
management, efficient reading, questioning/listgfwhserving skills,
getting the most out of doing (“hands-on” learningemory building,
tips for staying motivated, developing a learnitanp

The above links are our suggestions to start yoyooin way. At the time
of writing these web links were active. If you wamtook for more, go to
www.google.comand type “self-study basics”, “self-study tipssglf-
study skills” or similar phrases.




Course Overview

Need help?

&

Help

As earlier noted, this course manual complemerdssapplement
SOW?20¢at Ul Mobile Class as an online course.

You may contact any of the following units for infieation, learning
resources and library servic

Distance Learning Centre (DLC Head Office

University of Ibadan, Niger Morohundiya Complexlbadan-

Tel: (+234) 08077593551 — 55 llorin Expresswa, Idi-Ose,

(Student Support Officer: Ibadan.

Email: ssu@dlc.ui.edu.ng

Information Centre Lagos Office

20 Awolowo Road, Bodiji Speedwriting House, No. !

Ibadan Ajanaku Street, Off Salvatic
Bus Stop, Awuse Estate, Ope
Ikeja, Lagos

For technical issues (computer problems, web acaesisetcetera
pleasesend mail tavebmaster@dic.ui.edu.ng

Academic Support

&

Help

A course facilitator is commissioned for this caurgou have also bet
assigned an academic advisor to provide learnipg@t. The contacts
your course facilitatoand academic advisor for this course are avai
atonlineacademicsupport@dic.ui.edt

Activities

Activities

This manual features “Activities,” which mayresent material that
NOT extensively covered in the Study Sessidivhen completinthese
activities, you will demonstrate your understandifidpasic material (b
answering questions) bae you learn more advanced cons. You will
be provided with answers to every activity questibimerefore, you
emphasis when waing the activitis should be on understanding y:
answers. It is more important that you understahg @very answer i
correct
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Assessments

Q.

Assessments

There are three basic forms of assessment indhise: ii-text questions
(ITQs) and self assessment questionsQs), and tutor marke
assessment (TMAS). This manual is essentiallydfileth ITQs anc
SAQs. Feedbacks to the ITQs are placed immediaftdy the question:
while the feedbacks to SAQs are at the back of mlariou will receive
your TMAs as part of dine class activities at the Ul Mobile Cla
Feedbacks to TMAs will be provided by your tutomiot more than
weeks expected duratic

Schedule dates for submitting assignments and @mgagcourse / clas
activities is available on the course website. Kindsit your course
website often for update

Bibliography

Reading

For those interested in learning r on this subjec¢twe provide you witt
a list of additional resourceat the end of thisourse manu; these may
be books, articles or websit
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Getting around this course manual

Margin icons

While working through thiscourse manual you Winotice the frequent
use ofmargin icons. These icons serve'sgnpost” a particular piece «
text, a new task or change in activity; they hagerbincluded to help yc
to find your way around thicourse manual.

A complete icon set is shown below. We suggest Vioat faniliarize
yourself with the icons and their meaning befoegtstg your stud

Activity Assessment Assignment Case study
Discussion Group Activity Help Outcomes
L I
Note Reflection Reading Study skills
/o7 /
Summary Terminology Time Tip
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Study Session 1

History of Work

Introduction

This Study Session will expose you to the develagné work from the
rudimentary levels, to the organised level. In doso, we will examine
the

@ earning Outcomes

When you have studied this session, you shouldleeta:

1.1present an overview on the history of work.

1.1 History of Work
1.1.1 Hunting and Gathering Societies Era

From early creation until about 8000 B.C., humammdpéived as nomadic
hunters and gatherers. The hunting and gathereqge sincludes about
97% of the collective life of our species and coundis in isolated areas
even today (Hodson and Sullivan, 1995). Hunters gattierers did not
perceive ‘work’ as a separate sphere of life. Attés necessary to secure
sustenance took place throughout the day and werte ctearly
distinguished from leisure activities; they didisoa relatively leisurely
manner, depending on the circumstances of the morReople did not
work hard because there was no point in creatisgrplus. Surpluses of
food or possessions could not be stored or trategpdor future usage.
So, work, leisure and socializing formed an integptdlow of activities.

Features of Hunting and Gathering Societies

a. Existence of Band:A hunting and gathering band consisted of
fifteen to twenty members, depending on the nunafgueople
the vegetation and animal life would support existEhe groups
hunting and gathering activities in no time evellyudepleted
the resources in the area around the encampmenigdp was
always forced to move on. These nomadic movemerse w
cyclical.

b. Simple technology:The most important elements of technology
were the various skills that each member of thelbearned and
used. The technology includes furs, lodge poleseboeedles,
stone cutters and scrapers, wooden spears, bovesrawd

c. Skills: Most skills were shared in common so that anylsin
member could do all or most of the tasks requireith® group as
a whole. However, there were rudimentary forms igfsibn of
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labour based on gender and age. Young people g aldth

their elders and perform the function of gatheriwgod or

picking berries. In this way they received the ggqlént of
modern on-the-job training. Older people who lack&mina or
mobility for hunting and gathering tended the faed prepared
food or made tools.

. Gender division of labour Women specialized in gathering

roots, berries, and other edible plants and in ihgnsmall
animals such as rabbits and other rodents. Theegrpawer of
men rested on their monopoly over large-game hgntivhich
provided rare periodic surpluses of meat, and eir ttontrol of
important activities involving trade and conflicitivother groups
(Friedl, 1975).

Sharing: All members shared equally in the food securednfr
the environment. This arrangement produces optbeakfit for

all members because of the unpredictability of mgntand

gathering activities. If one person or family werecessful on a
certain day, they could not store or transportstimplus. Through
equal sharing, all members were assured a shahe dfounty of
others when their own efforts were unsuccessfulsTpeople ate
or went hungry together.

Motivation to work. In hunting and gathering societies, the
motivation to work was straightforward. The baned a day-to-
day existence. If one did not engage in purpositévity on a
regular basis, then one either went hungry or detie others to
share a portion of their food. Hunger and sociaspure to
participate in the group’s activity provided daityotivation to
work. They did not view work as a distinct activitiffe as a
whole was seen in a sacred context in which thewsarforces
impinging on the group was held in awe and revereli¢ork is
taken in a spiritual context.

1.1.2 Early Agricultural Societies Era

Agriculture developed independently in several @karound the world
from 9000 to 3000 B.C. These areas include Southesa, the Persian
Gulf, and Mesoamerica (Hodson and Sullivan, 1995 development
of agriculture involved the increasing use of wglidins, such as wheat,
barley, corn, and wild tubers and the eventual ldgweent of techniques
to encourage the growth and yield of these plafite technologies
include the use of the digging stick and, lateg, libe.

Features of Early Agricultural Societies

a.

Surplus: With the development of agriculture and the
domestication of animals came tremendous changesheén
organization of society. A surplus of food was proedd, though
at first it was quite small.

Specialization On this scanty basis of surplus, a new social
order came into being. Instead of everyone in tbeiety
occupying the same role, specialized positions cantte being
with differentiated activities. The production ofezyday goods
was carried out mainly by the agricultural workemile craft
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positions specializing in the production of religép civic as well
military goods also developed.

Role play: Children helped with basic work activities urttiey

were able to take on a fuller role, and the eldegtyrned to a
helping role as dictated by declining strength ataimina. The
relative positions of men and women also changétiea “Since

men had been hunting, man were the inventors desic

herding. Since women had been gathering plants, emowere
the inventors of systematic agriculture” (Deckaré79).

Equality: Based on their continuing contributions to the
household economy, men and women enjoyed roughlaleq
access to the goods and services produced byociet

Large harvest A new element in the peasant’'s orientation to
work was a focus on the importance of bountiful vieats.
Agriculturalists sought for large surplus as muokgible so as to
ensure survival through winter. Agriculturalistsutb no longer
wander in continued search of food, as the nomadbk done
hence the protection of their harvest, hence trepedd on the
land they farmed to produce a surplus that wouktado them
throughout the year.

Plunder and warfare: With the accumulation of surplus also
came the possibility of plunder by outside grougsis
possibility spurred the creation of a warrior clasgl increased
the inward-looking nature of agricultural socieMil{er, 1981).
That is why men assumed the principal respongibitt war,
their role in society increasing in power and irmpoce (Sanday,
1981).

Increased division of labour Improvement in agricultural
technology gradually allowed more and more peopldetive
agricultural work. These improvements included &eimg and
irrigation, the increased use of animal and hunaatilizer, and
advances in metallurgy that led to the prolifenatid metal tools
(Lenski, 1966).

1.1.3 Imperial Societies Era

Imperial societies were based on the subjugatiosnwdller and weaker
agricultural societies by larger and more milittcissocieties and the
extraction of food, goods, and slaves as attriblBased on the
subjugation of these smaller societies and an iwgmnent in agricultural
technology, the classical empires grew to immenige. simperial
societies gave rise to the first large cities.hase cities, several thousand
people lived off the agricultural surplus of thebgigated areas. New
craft skills were developed in the cities to proelueore refined products
for the rising tastes of the empires rulers, dfficiand attendants.

Features of Imperial Societies

a. Slave labour and free labour As much as two-thirds of craft

work in the classical empires was done by slavedal§Childe,
1964). Due to the ready availability of slave lahofew

11
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technological advances occurred in craft productionng the
period of classical civilization.

b. Fermentation of guilds to regulate the standardbeif trade and
provide religious and social services for their rbens. Guild
membership was restricted almost exclusively to .m@nilds
were important to the role of organizing productibnoughout
the middle ages.

c. There was the end of classical civilizations. Pedeft the large
cities and returned to rural areas during the e20Qs. However,
agricultural work was no longer undertaken by iretetent
cultivators who were members of agricultural soegetor by
slave labour employed in large holdings. Instead,whs
organized around large estates in which local tmddl ruled
from fortified manors.

1.1.4 Feudal Society Era

Here, the majority of people still tilled the land the same traditional
ways. However, the way in which agricultural sugpluas extracted from
peasants changed. In simple agricultural impedaieties, peasants gave
up a portion of their crops as tax to feed thergjlpriests, and watrriors,
or they were forced to work as slaves. In feudaiet@s, landlords
extracted surplus both as a share of the peasanfss and in the form of
forced labour on the landlords’ land. The lattepasition was called
corvee labourand peasants working under the feudal system eadled
serfs

Features of Feudal Society

a. Extreme inequality: Incremental improvements in technology
increased agricultural productivity. The ruling sdaabsorbed the
additional surplus in what was perhaps the mosemé period
of inequality of human history. Historians haveireated that
between 30% and 70% of serfs’ crops were expragutiat the
form of taxes or duties by feudal lords or by thel®©lic Church.
This extreme inequality extended even to the nedashares of
income among the nobility (Lenski, 1966).

b. Growth of Artisans and Guilds: During this period, there
developed a new class of producers known as tledrésans.
Artisans were typically the sons and daughtersedfsswvho had
escaped the rural servitude of their parents andnhaved to a
town or “bourg”. The trades of artisans includedkibg,
weaving, and leather working. Instead of performitigese
various activities as part of their daily round ddfities, the
artisans specialized in a specific trade, produsimgerior goods
for the other town dwellers, who included churcHiotmils,
soldiers and merchants engaged in intercity trade.

c. Guilds formation: The practitioners of the various crafts formed
guilds for their mutual benefit. These guilds regetl the quality
of goods, acceptable hours of work, and even prideschants,
too, organized themselves into guilds to regulat standardize
their activities. Prices, hours, and first righashtd on cargo were
among the many regulated practices (Tansky, 1984).
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d. Training of apprentices. The training of new artisans was
strictly controlled by the guilds with the aim @&gulating quality
and thus protect the reputation and status of thikl'g trade.
Apprentices were recruited from the extended fa®ibf artisans
within the trade, from other artisans’ families,daftom rural
areas. After years of on-the-job training in theimas aspects of
the trade, the apprentice would produce what wdgdd to be a
masterpiece and would then be admitted formallyutb guild
membership as a master craftsman.

e. Disappearance of slave labour Massive public works
constructions (structures) were constructed byleskilartisan
workers, such as masons, carpenters, blacksmitimepprs and
glaziers. The use of free skilled labour for thesastruction
projects provided an additional boom to the growath the
artisanal classes during the middle ages.

f. A new vision of work The guilds encouraged group solidarity to
lessen the danger of being undercut in limited maly price-
cutting or by the sale of shoddy merchandise. Teas of group
equality and group solidarity among guilds wouldetahelp
inspire the revolutionary demands of the artisartsthe peasants
as they sought to overthrow feudal society andalhst society
based on freely producing craft labour.

g. Economic expansion and the end of feudal societyany
changes led to the passing of feudal society aedré#msition to
modern industrial society. The transition from felidociety to
industrial society was brought about by an expansa
population, trade, and markets. Between the ye80 land
1500, more than a thousand new towns sprang upuinpg.
Connected by usable roads, these towns provideddbis for
regional specialization based on the unique regsuot different
regions (Kranzberg and Gies, 1986).

From this point, we will be discussing the nature of work from the stand-
point of more organized societies.

1.1.5 Merchant Capitalism Era

The period between feudal society and industrigiesp was one in
which increased trade provided the impetus for ghanin the
organization of work. This intermediate period, ofe@mt capitalism,
lasted from the fourteenth century to the adventtha first modern
factories in England in the mid-eighteen century.

Under merchant capitalism, the merchant capitastasingly took over
the role of organizing trade. Merchants monopolikextative intercity
markets for finished goods or for agricultural prots$.

Features of Merchant Capitalism

a. The Merchant as Labour Contractor: The system of
production under merchant capitalism was caltedting-out-
industrybecause the merchant would “put out” the raw neter
to be worked up and would later collect the fingslpeoducts to
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be sold. In essence, craft-workers were subcoonscfor
merchants and were paid a piece rate for their work
Apprentices and journeymen who could not find emplent as
artisans because of the encroachment on craft msalke the
merchant capitalists were also recruited into thetimy-out
system. In rural areas, this, system was callegetindustry, in
urban areas it was called sweated production. Isweated
production because the work typically took placeha attics of
people’s homes where it was hot, cramped, and ditgn

Putting-out system was successful because it ung#re pricing
structure of guild regulations. The artisan madeillarange of
goods in his trade.

The guilds resisted the putting-out system by imaeting civic
laws regulating the number of journeyman or apmeentthat one
person could employ. However, the merchant cagiglcontrol
of the intercity markets and their flexibility inufiing out work to
rural areas afforded them options unavailable eodtaftmen of
any given city. As a result, the putting-out systewentually
replaced the guild system in the manufacturing ahynbasic
commodities, most importantly in textiles.

The social relations of work were profoundly tramsied by the
putting-out system. In a place of free artisanso telasses
emerged with distinct and even antagonistic refstiothe
merchant capitalists and those whom they employedhi
putting-out system. The merchant capitalists soughpay as
little as possible for each type of work they put.drhose who
worked under this system sought to secure a liviage for their
labour, a goal often hampered by the availabilifycheaper
labour in another city or region.

The daily lives of artisans were dramatically afiéec by the
advent of merchant capitalism. Wages fell for craftn as they
were forced to cut their prices to retain a shafemarkets
(Hobsbawm, 1969). Their hours of work increased #meir
positions as members of the middle class were {rave
threatened. Even the average age of marriage ajoongeymen
increased substantially at this time because ofdiffeculty of
securing a position as a master craftsman who csuggbort a
family (Aminzade and Hodson, 1982).

Women employment Under the guild system, women had
worked as helpers in their husband’s crafts andesomes as
members of their own guilds, though generally atdoearnings
(Deckard, 1979). Under the putting-out system, womeere
often employed directly by merchant capitalistsowtsed their
low wages as leverage to undercut artisanal w&yesiorking at
home, women were able to combine various formsroflyrctive
activity including paid work, domestic activity, éncare for
children. Because paid work was only one part ogirth
productive activity, they were often willing to wrtiake this
work for lower wages than urban artisans, who ngd¢desecure
their entire livelihood in this way (Tilly and S¢p1978).
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g. Emergence of new TheologyMerchant capitalism witnessed
the emergence of new theologies based on the thafdhartin
Luther and John Calvin. These theologies gave hatla new
vision of work sometimes called the protestant watkic
(Weber, 1958). This vision identifies successfulspit of one’s
occupational calling with spiritual grace. If onegpers through
diligent and pious work, this prosperity is seeregislence that
one is among those chosen to go to heaven. Thespaot work
ethic was compatible with the emerging worldview ibie
merchant capitalist, who was engaged in a competitruggle
for success on earth. This ethic identifies worlgliccess as a
sign of spiritual grace and provides both a jusdiion and a
motivation for the pursuit of earthly endeavours.

h. Displacing Agriculture with Industry: The transition from
putting-out industry to industrial capitalism wawialent one. It
involved the forcible movement of large numbergpeasants off
the land and into factories. Peasants were fordedhe land
through “enclosures”, in which land previously hadcommon
by the peasants and the landlord and used formgrdiziestock
was enclosed with fences (Hobsbawm, 1969). The \easlthen
used for raising sheep. This change caused a dcamat
deterioration in the situation of the peasants, wioe no longer
able to use this land to support their few farnmaais. After the
peasants had been forced off the land to make rf@orsheep,
they were further hounded as vagabonds until thegred the
early factories, often as forced labour.

1.1.6 The Factory System Era

Factories signalled an end to merchant capitalishmch was based on
expanding production by putting-out work to more amore home-based
workers, and ushered in the next stage of socieyegonomic history —
industrial capitalism. People refused to enteryefattories except under
the force of law. The early factories operatedtanfollowing principles:

i.  Workers were centralized under one roof in theoigcsystem.
Such centralization avoided the costs of transporipartly
finished goods from one location to another ash@putting-out
system. It also forced workers to work accordinghe dictates
of the owners rather than according to their owrepand
rhythm.

ii.  The centralization of work meant that in order &wé access to
any work at all, a worker had to be willing to wdHe hours and
days demanded by employer. The result was an isergathe
length of the working day, an increase in the isignof work,
and a decrease in the number of religious and parswlidays
allowed.

iii. The centralization of workers in one place allowied the
development of machinery to do repetitious tasksegmingly
endless variety of tasks could be broken down tinéir simplest
components and mechanized. Thus, the social org#orzof the
factory encouraged the introduction of machinery.
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Machinery increased productivity but at lowered watpr
workers because fewer skills were needed. Increasatlictivity
and decreased cost allowed factory owners to Iseit products
at prices that undercut artisanal producers andclmet
capitalists. These dynamics resulted in the inangagdominance
of factory production over older forms of productio

Features of Factory System

a.

First detailed division of labour: The division &dbour into
better activities advanced more dramatically durinig period
than in any other in history. A good example ig fhastrated by
Adam Smith (1937) in the production of pin.

Work was organized under the supervision of forendmese
foremen were more similar to subcontractors whe ltkeir
assistants, trained them in their task, set thewotd, supervised
them on the job, and paid them out of the piece-eatnings they
received for the goods produced.

The rights of those who laboured at this time weat@imal:
Slavery and indenturement were common. Indentwsiedurers
were workers under contract to work for a certairoant of time
for a set price or as part of their penalty fomigefiound guilty of
a crime such as petty theft or vagabondage.

Women and children played a central role in théydadustrial
Revolution. They were employed because it was @abépto
pay them much less than men and because they asier ¢o
bully into the harsh discipline of mechanized prtéhn. Young
women were also considered more expendable to udigmial
work and were thus more likely to be available fimtory work
(Hodson and Sullivan, 1995). It should be noted thigen the
condition of early factory work, it would be inacate to
consider the participation of women at this timeaasgn of their
emancipation (Kesler-Harris, 1982).

Inside the factories, the round of daily life wastremely
monotonous. Routine work is carried out daily ane hours of
work were extremely long. As a result, workers lateal from
before dawn well into the night (Hobsbawm, 1969).

Introduction of factories separated work from tloenle. If people
were to have the opportunity to work, they had ¢avke the
family and venture out alone (Pleck, 1976). Theaeah of work
to the factory undermined the family’s function the primary
unit of economic production.

Loss of pride of craftsmanship. Centralized workfattories
under close supervision, with machines dictatirgghce, robbed
workers, of the skills and autonomy necessary ke faride in
their work. It is no wonder that early factory werk were
alienated and resentful (Wilensky and Lebeaux, 1986
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1.1.7 Post-Industrial Society Era

Post-industrial society is a transition from massdpction stage and it
reflects an increasingly international division@bour which has reduced
the significance of local markets and economie®g &tonomic health of
every nation is highly dependent on its positiortia world economy.

Thus, the nature and rewards of work are not sofldtermined by

relations with others in one’s work group or emjahgy organization.

Rather, the nature of one’s work is importantlyedetined by its position

in the world economy.

Features of Post-Industrial Society

a. Service Industries. Work in post-industrial socigtgludes only
a very small number of people engaged in agriceltdrhis
number is slowly decreasing toward 2% of the latdotze in the
United State (Carey and Franklin, 1991). A largepprtion of
people, about 30% are engaged in manufacturing)ewthie
remainder 68%, are in service industries (Hodsah Sullivan,
1995).

b. The number of highly skilled professional workerashalso
increased in postindustrial society. These workbdd a
privileged position in the division of labour basexh the
possession of knowledge and expertise not widelgilae
without rigorous, extended study and preparatios.aesult of
their expertise, they can command relatively higiges as well
as a certain degree of autonomy in decision-makixigbott,
1998).

c. There is class structure in postindustrial socidiyere exist a
capitalist class, in managerial class, a large alatass, a large
professional class, and a large service class. dibparate
situations of these classes include both relatigalamce and
continuing poverty.

d. Work motivation. The introduction to welfare sysgnnto
postindustrial societies motivates workers to woiRther
motivators are high level of rewards (for those hwhigh
education/training qualification), workers are coitted to their
jobs when motivated. Being committed to one’s ssifen or to
one’s organisation provides a meaningful orientatm work for
a significant portion of the labour force in postiistrial society.

e. Women Liberation. The positions of women in poatistrial
society have improved. Women now entered jobswieae once
exclusively preserved for men. The jobs includelaite pilot,
firefighter, heavy-equipment operator, mining &the improved
position of women is partly due to the reductiortie demands
on women to perform homemaking duties and increaskedof
graduation at higher education levels.
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Study Session Summary
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Summary

In this Study Sessi(, we discussed the developmental stages of mc
work starting from the characteristics of thenting and gathering
societies, to early agricultural societies, to inglesocieties, and feud
society. These are the early stages of work deusdog

We also looked atthe organized forms of work developmeWe
explorec the history of work from the erchant capitalism stage, to i
factory system and finally the p industrial societ)
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Study Session 2

Theories of Industrial Relations

Introduction

In explaining the various theories of industridht®ns, it must be noted
that classifications are sometimes done, howewern slassifications are
the convenience of the author. In this Study Sessie will examine the
two classifications of industrial relations namebjassical perspective
and radical perspective.

earning Outcomes

When you have studied this session, you shouldleeta:

2.1discuss the following classical theories of industrialatbn:

* unitary theory
« conflict theory, and
* pluralist theories

2.1 Classical Perspectives

2.1.1 Unitary Theory

The essence of the unitary theory of industriadtiehs, held by Halford
Reddish in a memo submitted to the Donovan Comomssi 1966 and
others, is that every work organization is an iraégd and harmonious
whole existing for a common purpose. They assuraedhch employee
identifies unreservedly with the aims of the entieg and with its
methods of operating. By this view, everyone inoaganization shares a
common purpose and all are committed to these tixsc This
automatically excludes the existence of conflicainy form and certainly
any institutional recognition of it.

By definition the owners of capital and labour gt partners to the

common aims of efficient production, high profitsdegood pay in which

everyone in the organization has a stake. It falalat there cannot be
‘two sides’ in industry. Indeed managers and marede are merely

parts of the same ‘team’. This team, however, fgeted to be provided
with strong leadership from the top to keep it vimgkand to ensure
commitment to the tasks to be done and to its nmemalgffice holders.

Unitary theory expect that management at minimumstmbave a
paternalistic approach towards employees or at ¢xreme an
authoritarian approach, together with a suitabl@rmoanication structure
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to keep employees informed of managerial decisi@msthe other hand,
employees are expected to remain loyal to the @gton and to its

management in deference to the common problemsgananagers and
subordinate alike. So according to Fox (1966),amgitheory shows team
spirit and undivided management authority co-etasthe benefit of all.

In short, work organization is viewed by unitargainy as been unitary in
structure and purposes having a single source thibaty and a set of
participants motivated by common goals. Therefioidystrial relations is
assumed to be based on mutual cooperation and hgrofointerest

between management and workers within the enterpris

Implications of Unitary Theory

1 Factionalism within the enterprise, or in a paritpfs seen as a
pathological social condition. Subordinate empleyege not
expected to challenge managerial decisions or tght rto
manage, while trade unionism is viewed as an tilegie
intrusion into the unified and co-operative struetwf the
workplace. The theory further confirms that tradeionism
competes almost malevolently with management ferldyalty
and commitment of employees to their employer.

2 Unitary theory refused to accept the existenceooflct at work
whether between management and employees, between
management and unions, or even between the organizand
its customers. When conflict does arise, it is tasult of the
system not working properly, not that the systegalitis flawed.
Conflict may arise because of:

a. mere friction due to poor leadership given by mamagnt;
b. breakdown in communication about aims or methods;
c. failure to grasp the communality of interest; or

d. resistance of employees.

3 Collective bargaining and trade unions are theesfmrceived as
being anti-social mechanisms, since acceptancev@fopposed
and competing interest group within the enterpiisthe person
of management and union representatives only ptatpand
crystallizes unnecessary and destructive industdahflict
between what in effect are viewed as two non-comgget
cooperative parties. This idea contradicts theatdainction of
trade unions.

4 The unitary theory of industrial relations is predoantly
managerially oriented in its inception, in its erapis and in its
application. Many managers identify with this besmit assures
them of their roles as organizational decision makand
legitimizes the acceptance of their authority bybadinate
employees.

2.1.2 Conflict Theory

This is based on the premise that conflict existssociety and in

organizations and it is essential to recognizedhisto have a framework
that deals with it. In organizations, conflict @sshecause of the differing
values and interests of management and employegsns&Jemerged to
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represent the views of workers, which were diffefream those of the
owning group. The whole basis of collective bargajris that employers
and employees have to resolve their differencesvanidus institutions
emerged to serve this purpose. In order to resdiffecult problems,

which could not be resolved between the partiesngladves, there
emerged various institutions and processes tovesanflict externally.
The basis for these various facets of industrialtiens is the recognition
of conflict.

Another angle towards the conflict theory is thatrkvorganizations are
microcosms of society. Since society comprisesratyaof individuals
and of social groups, each having their own soeales and each
pursuing their own interests and objectives, d@rigued, those controlling
and managing work enterprises similarly have tooawnodate the
differing values and competing interests withinnthét is only by doing
this that private or public enterprises can functéfectively. Industrial
relations between employers and unions and betwegragers and trade
unionists are an expression of the conflict and plosver relations
between organized groups in society generally. dchsit is claimed,
industrial conflict between managers and their sdibates has to be
recognized as an endemic feature of work relatipgshnd managed
accordingly (Farnham and Pimlott, 1993).

2.1.3 Pluralism

Clegg (1975) said that the idea of pluralism emeér@e a criticism of the
political doctrine of sovereignty that somewhere @n independent
political system there must be a final authorityost decisions are
definitive. Not so, said the pluralist. Within apglitical system, there are
groups with their own interests and beliefs, an& thovernment
itself....depends on their consent and cooperatiberd are no definitive
decisions by final authorities: only continuous @uomises.

A plural society, in other words, is a relativetatdle one but not static. It
has to accommodate to different and divergent presgroups to enable
social and political changes to take place corigiitally. This is
achieved through negotiation, concession and comige between
pressure groups, and between many of them and yoeet.

It is from this analysis of political pluralism thandustrial relations
pluralism is derived. Just as society is percemgdomprising a number
of interest groups held together in some sort okéobalance by the
agency of the state, so work organizations are adeas being held in
balance by the agency of management. The plucaistepts of political
sovereignty and of managerial prerogative have ni@dommon. Trade
unions are viewed as the legitimate representatfesnployee interests
at work with the right to challenge the right tomage. There are also, it
is suggested, similarities between the processgmlitical concession
and compromise, on the one hand, and of colledisgaining on the
other. Above all, the pluralist argues, greatebitg and adaptability is
given to industrial relations by collective bargamthan by shacking and
outlawing trade unions (Clegg, 1975).

According to pluralist theory, the central featofeindustrial relations is
the potential conflict existing between employerd aamployed and
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between management and managed within work erdegriUnlike

unitary theory, however, trade unionism is accemedhaving both a
representative function and an important part gulating conflict, rather

than in causing it. Similarly, collective bargaigirs recognized as being
the institutional means by which conflict betweempéoyers and

employees is regularized and resolved. Industmalflict, therefore, is

accepted by pluralists not only as being inevitdhlé also as requiring
containment within the social mechanisms of colectbargaining,

conciliation and arbitration.

Criticism of Pluralist Theory

1 Some writers’ belief that those working within thmuralist
framework implicitly accept the institutions, priptes and
assumptions of the social and politicatatus quo as
unproblematic. In doing so they add their profasaiostatus,
personal prestige, and influential involvement wblic policy
making the forces and influences which lead subatdi groups
to continue seeing thatatus quoas legitimate, inevitable,
unchangeable, ‘only to be expected’ (Fox, 1973).

2 Pluralism is also seen as a conservative appraachdustrial
relations. They believe that the changes it seeksramote are
ones designed to bring about the more effectivegiattion of
labour into the existing structure of economic asdcial
relations, in industry and the wider society, rattfgan ones
intended to produce any basic alteration in thisucttire
(Goldthorpe, 1974).

3 Nevertheless, despite its critics and a renasceotunitarism,
industrial conflict theory remains a major thearatiapproach to
industrial relations in Britain. Yet whilst colleeg¢ bargaining fits
easily into pluralist theory, consultation or joprtoblem solving
does so to a lesser extent. For this reason itsifull to
distinguish between ‘hard’ pluralism and collectibargaining,
which are conflict centred, and ‘soft’ pluralism darjoint
consultation, which are problem centred.

2.2 Radical Theories of Industrial Relations

22

2.2.1 Social Action Theory

Social action theory in industrial relations empbes the individual
responses of the social actors such as managertmanrdrepresentatives
to given situations. Social action theory is praremtly associated with
the studies of Max Weber. According to Weber, actgosocial ‘by virtue
of the subjective meaning attached to it by théngcindividual. . . it
takes account of the behaviour of others and isebyeoriented in its
course’ (Weber, 1896). He insists that in order docial actions to be
explained, they must be interpreted in terms af thébjectively intended
meanings, not their objectively valid ones. If owolyservable behaviour
is examined, it is argued, the significance andiealhich individual
actors place upon their behaviour are likely tortiginterpreted.
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Social action, then, is behaviour having subjeathesning for individug
actors, with social action theory focusing on ustinding particuls
actions in industrial relations situations rathkart on just observin
explicit industrial elations behaviour. In emphasizing that socialoax
derives from the personal meanings which individwtach to their ow
and other people’s actions, social action theorsts suggesting th
social actors are constrained by the way in whigy tcanstruct their own
social reality. ‘On the one hand, it seems, Socragkes man, on tt
other, Man makes society’ (Silverman, 1970). Indiial actors, howeve
do not share the same value systems which ‘mearinttisiduals attacl
different meanings tcheir interactions’ (Kirkbride, 1977). Managers ¢
shop stewards, for example, do not come togetheause they have il
same goals and values ‘but because, for a whileaat, their differing
ends may be served by the same means (Silvermag).

Figure 21 below shows the main influences affecting indlisl choice
and social actio

Normes,
values and Expectations
attitiudes

Experiences Situation

Goals Interactions

SUbJec-tlve ‘ M
meaning

The fundamental point is that social action ememé#sof the meanin
and circumstances attributed individuals to particular social situatior
thereby defining their social reality. Through iatetion between actor
such as that between personnel managers and skomrds, line
managers and personnel specialists, stewards aed thembers
individuals as well as having an element of choice in jmé&ding their
own roles, and in acting out their intentions, atsodify, change an
transform social meanings for themselves and ath&e majol
difference between a social action approach in @iam behaviour in
industrial relations and a systems approach is #uison theory assum
an existing system where action occurs but canxjpiam the nature ¢
the system, while the Systems approach is unal@&gtain satisfactoril
why particular actol act as they do (Silverman, 1970). The first vi
the industrial relations system as a product ofatt@ns of its parts, tf
other aims to explain the actions of its partseimis of the nature of tt
system as a who
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Criticisms of Social Action Theory

1. Marxists argue that those supporting the actiorméraof
reference neglect the structural influences of Wwhige actors
themselves may be unconscious. Whilst the consoésss of
individual actors in the industrial relations systéowards its
politico-economic structures can be to some exaembnomous,
it is limited in practice. This is because defimits of reality are
themselves socially generated and sustained, andlihity of
men to achieve their goals is constrained by thgeatibe
characteristics of their situation (Hyman, 1977).

2. Perhaps the most useful feature of social actiogorth in
industrial relations is the way in which it stressthat the
individual retains at least some freedom of actiod ability to
influence events, however, the structures of thdustrial
relations system may influence the actions of a®r&, actors in
turn also influence the system as a whole, inclyi@s outputs.

2.2.2 Marxist Theory

Marxist interpretations of industrial relations aret strictly a theory of
industrial relations per se. Marxism is, rathegeaeral theory of society
and of social change with implications for the gsi of industrial
relations within capitalist societies. Marxist aygas$, in other words, is
essentially a method of social inquiry into the powelationships of
society and a way of interpreting social realitly.id not a definitive
political creed. Indeed there are a number of diffe schools of Marxist
scholarship, social thought and political actiohisTmeans that Marxist
thinking is neither necessarily dogmatic nor mahdati although it can
be sectarian. Hence it is not strictly accurateefer to a Marxist theory
of industrial relations. To understand the releeant Marxist theory to
industrial relation, it is necessary to separagertfain features of general
Marxist analysis which contribute to its speciabidcter as a means of
interpreting relations between the capitalist classl wage earners.
Further, Marx himself wrote comparatively little aalt trade unionism
and collective bargaining, basically because neittighese institutions
were firmly established in Britain when he was gtnd nineteenth-
century capitalist development. Thus the applicaabMarxian theory as
it relates to industrial relations derives indifgcirom later Marxist
scholars rather than directly from the works of Maimself.

The starting points for the Marxist analysis ofispcare the assumptions
that: social change is universal; class conflicthis catalytic source of
such change; and these conflicts, which arise dutlifferences in
economic power between competing social groups,reoéed in the
structures and institutions of society itself. Relas between social
groups, in other words, are perceived as beingonbt dominated by
pressures for change, but also encompassed bytahkyviinternal
contradictions which must eventually transform thess-based nature of
pre-capitalist and capitalist societies. The cohed@pmethod by which
Marxists examine the dynamic character of sociktions is described
as ‘dialectical materialism’.
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When reality is viewed dialectically it is seen as
process involving interdependent parts which inte@n
each other. When reality is also viewed materigigly,

it is seen as phenomena predominantly influenced by
economic factors. The dialectical relationship bew
economic factors, therefore, provides the prime
motivation for change. This briefly is what Marxistthe

first instance is aboutAllen, 1976).

Dialectical materialism, in other words, assumest # society’s social

and political institutions grow out of its econonmdrastructure or power

base, and that it is from the dialectical confligitween social classes
with opposed economic interests that social chéageplace.

For Marxists, the capitalist or bourgeois statemdy one stage in the
evolution of human society. The first stage is [iire communism.

Feudalism emerges out of this and from feudalispitalism develops.
The significance of capitalism, in the Marxist viga/that it is a changing
phenomenon which has not done away with class antsigs but has
given rise to new social conflicts within societjpose between the
‘bourgeoisie’ and the ‘proletariat’. The contradicis which persist
between those who privately own the means of priimudn the pursuit

of profit, on the one hand, and those who haveetbtkeir labour for

wages to survive, on the other, are thus perceageleing irreconcilable
in the context of a class-based bourgeois society.

For Marxists moreover, unlike pluralists and ungis; political and class
conflicts are synonymous with industrial conflidhce the capitalist
structure of industry and of wage-labour is closetyhnected with the
pattern of class division in society (Hyman, 197Bhus the conflict-
taking place in industrial relations between thed® buy labour and
those who sell it is seen as a permanent featureapitalism, merely
reflecting the predominant power base of the baisje and the class
relations of capitalist society generally. By thigw:

Class conflict permeates the whole of society andoi
just an industrial phenomenon. In the same wayjdra
unionism is a social as well as industrial phenooren
Trade unions are, by implication, challenging the
property relations whenever they challenge the
distribution of the national product. They are
challenging all the prerogatives which go with the
ownership of the means of production, not simply th
exercise of control over labour power in indusfallen,
1971).
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Fig 2.2 Marxist theory and
social change
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Implications of Marxist Theory

There are both short-term and Idegm implications in th
Marxist analysis of bourgeois society and of thast-based
structure of capitalisindustrial relations. Within society, fi
example, the class struggle between capital anduflabs
regarded as being continuouseven where trade unions ¢
absent. It takes place, it is argued, because atigpit anc
proletarians seek to maintain amdextend their relative positiol
in the economic power structure enabling ‘surplatu®’ to be
distributed between them. Such conflict is seebetanremitting
and unavoidable. Neither employees individually roade
unions collectively can be divorcddom the realities of thes
power relations, either by disregarding them osbgcumbing tc
the manipulative techniques of employer persus

Trade union organization is viewed as the inevidalansequenc
of the capitalist exploitation of wage laboiihe vulnerability o
employees as individuals invariably leads them twmmi
collectivities or unions in order to protect thedwn class
interests, although many Marxists do not believat ttrade
unions in themselves provide the basis for revohary action.
Collective bargaining and militant trade unionisimwever,
cannot resolve the problems of industrial relatiomapitalist
society. They merely accommodate temporarily
contradictions inherent within the capitalist maafeproductior
and soal relations. Indeed the continuous relationshig
conflict, whether open or concealed, ‘stems frorooaflict of
interests in industry and society which is clodeiiked with the
operation of contradictory tendencies in the céiptt@conomic
system (Hyman, 1975).

More significantly, industrial relations become rem end ir
themselves, but a means to an erttie-furtherance of the cla
war between capital and labour, for by Marxist gsigl
bourgeois society inevitably gives rise to politicavolution by
the proletariat. Out of this emerge a dictatorship the
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proletariat, then socialism and ultimately the cammm of the
classless society. Trade unionism and industrlatioms conflict
are merely symptoms of the inherent class divisianihin

capitalism. They are, Marxists, contend, a maimmela in the
working-class struggle against capitalist explatat and in the
eventual emergence of a socialist economy, followeditopian
communism.

2.2.3 The System Theory

A different approach to providing a framework fonderstanding
industrial relations is the system approach. Systmpproach was
postulated by an American John T. Dunlop in his kbdmdustrial
Relations System” published in 1958. His aim wapresent a general
theory of industrial relations and to provide toofsanalysis to interpret
and to gain understanding of the widest possibleggaof industrial-
relations facts and practices.

An industrial relations system is not, for Dunlggart of a society’s

economic system but a separate and distinctiveystdima of its own,

partially overlapping the economic and politicatideon-making systems
with which it interacts. In his view, systems theprovides the analytical
tools and the theoretical basis to make industekdtions an academic
discipline in its own right.

According to Dunlop, it is this network or web afles, consisting of
procedures for establishing the rules, the subigtamtiles themselves,
and the procedures for deciding their applicatmmparticular situations,
which are the products of the system. The estabbsih and
administration of these rules is the major concernoutput of the
industrial-relations subsystem of industrial soci@unlop, 1958). These
rules are of various kinds and may be written, aalcustom and
practice. They include managerial decisions, taden regulations, laws
of the state, awards by governmental agenciesatolé agreements, and
workplace traditions. Furthermore, they cover natlyopay and
conditions, but also disciplinary matters, methotisvorking, the rights
and duties of employers and employees and so ds.tlie ‘rules’ of
industrial relations which have to be explained thg ‘independent’
variables of an industrial relations system.

As can be seen from figure below, there are thete sf independent
variables or factors in an industrial relationstegs the ‘actors’, the
‘contexts’ and the ‘ideology’ of the system.
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Fig 2.3 Simple model of an
industrial relations system.

Source: J.T. Dunlop,

Industrial Relations Systems actors

(Southern Illinois University
Press, 1958).

environmental
contexts

ideology ————————*

Inputs Procesges
Outputs

bargaining
conciliation
arbitration rules

law making ste.

Feedback

From the figure above, Dunlop identified three ipeledent variables or
factors in an industrial relations system: the etthe contexts and the
ideology of the system.

a.

28

The actors: These are the people and organizations involved in
the system. This includes the hierarchy of manager their
representatives; a hierarchy of non-managerial eyegls and
their representatives, and the specialized thirtiypagencies
whether governmental or private which operate withhe
system.

The contexts: These are the main elements of the environment
within  which the system operates. These include the
technological aspects, the budgetary and markett@nts and
the locus of power in society. Dunlop regarded nebbgy as
being particularly important and having far-reachin
consequences in determining industrial relatione making.
Technology, for example, affects the size of thekfaoce, its
concentration or dispersion, its location and proty to the
employees’ places of residence, and the duratie@mgiioyment.
It also influences the proportions of skills in tiverkforce, the
ratio of male to female workers, and health andtgadt the place
of work. An industrial relations system also hasattapt to the
product markets or to the budgetary constrainthefenterprise.
Although these impinge on management initially ytb#imately
concern all the actors in a particular system. Scwmhstraints
may be local, national or international. Dunlop siders, for
example, the balance of payments to be a form ofkeba
constraint for national systems of industrial nelas.
Furthermore, in Britain, voluntary organizationkelicharitable
trusts and nationalized industries are no less tined by
budgetary forces, for example, than are privaténesses. These
constraints are no less operative in planned ecm®than in
market economies.

By the locus and distribution of power in the larg®ciety,
Dunlop means the distribution of power outside ith@ustrial
relations system which is given to that systemsTisiimportant
because the relative distribution of power in siyctends to be
reflected within the industrial relations systeself. Yet it need
not necessarily determine the behaviour of theradgtoindustrial
relations. It is, rather, a context which helpsstoucture the
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industrial relations system itself. The distributiof power within

the larger society is particularly likely to influee the state’s
specialist industrial relations agencies. Natioriadustrial

relations systems reflect such societal power.

d. The ideology of the systemThis is the set of beliefs held by the
participants that allow them to operate the syst#otording to
Dunlop (1958), the ideology of the industrial-redat system is
a body of common ideas that defines the role aadepbf each
actor and that defines the ideas which each adloisitowards
the place and function of the others in the systems

e. The ideology of an industrial relations system,shgs, must be
distinguished from that of the wider society. Nekeless, they
would be expected to be similar or at least corbpmtivith each
other. Each of the main sets of actors in an im@stelations
system might even have its own ideology. But thiégraak of a
mature industrial relations system is that its titunent
ideologies are sufficiently congruent to allow #raergence of a
common set of ideas which recognize an acceptaldefar each
in the system. In this respect, Dunlop quotes ttenlbgy of
voluntarism, or legal abstentionism, as being trawially
accepted by the parties in the British system afugtrial
relations.

Criticism of the System Theory

1. Writers have criticized System theory for lack o&bytical rigour
and having static view of industrial relations. Yhéave
suggested that the model requires refinement audlammnent.
They argued that Dunlop’s systems theory use ttme t&ystem’
in a too loose and undefined manner.

2. In concentrating on the structural or static feaguof industrial
relations, system theory has omitted to provideaméwork for
analyzing the processes or dynamics of industredhtions
decision-making.

3. Little emphasis is placed upon the actor's definisi of social
structure and how the interaction between struauacedefinition
influence (social) action (Fatchett and Whittinghd®76).

4. Some writers in industrial relations rejected tlystesm theory
because they associated system theory with corsehsaries,
which assumes that there are no long-term fundahdivisions
of interest on society. These writers hold the cpmp view that
conflict is endemic in capitalist societies and tihés manifested
in industrial relations situations where the confation between
capital and labour is most apparent.
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o7

Summary

In this Study Sessic we discussed the classical theories of indus
relation into:unitary theory; conflict theory and pluralist vigwint of
conflict theon. Criticisms of these theories wergqually looked intc

We also explore the strengths and weaknesses of the radical scifi
thought in theories of industrial relations. Thesriiscussed are: soc
action theory; Marxist theory and the system th¢
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Study Session 3

Trade Unions

Introduction

The emergence of wage employment and the formalizadf work
relations which accounted for the birth of indwtrelations system also
saw to the development of a lot of institutionsttage saddled with the
responsibility and structuring of the employer-eoygle relationships.
Trade unions fall into the categories of one of ¢laeliest institutions to
perform such functions. We will be examining theameg, aims and
functions of trade unions in this Study Session.

When you have studied this session, you shouldleeta:

3.1 define trade union.
3.2 discuss the aims of trade unions.
3.3 explain the functions of trade unions.

3.1 What is a Trade Union?

Webb and Webb (1897) defined a trade union as tintmus association
of wage earners for the purpose of maintaining angroving the
conditions of their working lives. Webb’s definiiomplies a permanent
association rather than one which is created foaréicular purpose and
disbanded at a later date. This definition brinfpte three elements:

a. continuity or relative permanency of organization;

b. a goal (purpose_ - improving conditions;

c. employment — the economic and authority relatigndietween
two parties (workers and employers) (Otobo 2005).

The aforementioned three elements were reflectethendefinition of
Trade Union as given by Nigerian Trade Union Act3,9Section 1 as:

any combination of workers or employer, whether
temporary or permanent, the purpose of which is to
regulate the terms and conditions of employment of
workers whether the combination in question, woaid
would not apart from this Act, be an unlawful conddion

by reason of any of its purpose being in restrafntrade
and whether its purposes do not include the prowisif
benefits for its members.

Otobo (2005) defined a trade union as a continuonggnization of
employees that seeks to maintain and improve thestand conditions of
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employment through collective bargaining repred@ma with the
employer (from which it remains autonomous) andulh other means.

In trying to define a trade union, Poole (1981)kied at what a trade
union stood for. These are:

a.

moral institutions (in the sense of focusing onhsigeals as
“brotherhood of man”, more than just distributioh wealth,
justice etc);

part of a revolutionary tradition (the role of saloconsciousness
in determining the economic, political and sociati@n in the
transformation of capitalist society to a sociatise as reflected
in the writings of Karl Marx and others);

a ‘psychological’ or defensive reaction to earlyndiions of
industrialism (the influence of harsh industrialison the
formative period of unions and thus outlook or petons of
members regarding jobs, skills and outsiders);

as institutions shaped by economic forces and #ablgn
‘business’ or welfare in outlook (the economic citinds), and

political organizations in the two senses of bepagt of the
democratic process and of reflecting strategic gham the
balance of power between working people, employed a
governments.

Green (1994) mentioned the following charactesstichich define a
trade union thus:

a.

a statement that the organization is a trade u(iora similar

way that a company has to make a statement in todexrcome a
public limited company);

registration with the certification officer as ade union which
accord it a special legal status;

independence from the employer, which may be edieldrby a
certificate of Independence from the Certificatéicef;

affiliation to the Central Body or Centre;

its principal aim being that of maintaining and noyng the

conditions of its members;

the possible use of sanctions to further its aines faking
industrial action.

3.2 Aims of the Trade Union

The Trade Union Congress (TUC) in Britain, in itgidence to the
Donovan Commission in 1965 gave the following amsaof a trade

union:

o

to improve the terms of employment;

to improve the physical environment at work;

to achieve full employment and national prosperity;
to achieve security of employment and income;

to improve social security;

to achieve fair share in national income and wealth
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to achieve industrial democracy;

to achieve a voice in government;

to improve public and social services;

to achieve public control and planning of industry.

EREE S

3.3 Function of Trade Union

Carroll (1969) looks at trade unions as an assooiavhich discharges
obligations to members in the matter of wage raed employment
conditions, undertaking responsibilities and commeiits which are
closely interwoven with social, political and ecamo affairs generally.
From this definition, a trade union will performnittions that can be
classified as economic, political, educational aodal.

3.3.1 Economic Functions of Trade Union

According to Yesufu (1984) the following economianttions are
ascribed to trade unions.

a. Overseeing the rates of payment of its member’'sewagith
reference to the cost of living and acceptablengvstandards
generally.

b. Fair compensation through wages by comparing thesrand
scales of pay of employees in similar or comparable
employments of its members.

c. Guaranteeing job security. Unions interact with Eygrs to
prevent retrenchment of labour and if retrenchmeetomes
inevitable, to minimize its effect in terms of nuemb to be
retrenched, compensation for retrenchment anddtabdkshment
of the rules and principles which would govern such
retrenchment.

d. Guaranteeing income security. This is making sumpleyee’s
wages are not unlawfully desecrated through unsecgdines
and undue delays in payment. Also income shoulduseanteed
during sickness, periods of unemployment and aagél

e. Guaranteeing increase in salary and constant promobf
workers to higher positions, opportunities for ifag to occupy
higher responsibilities.

f. Promote higher levels of productivity among workefsis is
pursued because the viability of the enterprisiésviability of
workers themselves.

3.3.2 Social and Educational Functions of Trade Union

a. Since a trade union is an association of persors feh much of
their working lives, are exposed to similar so@aperience, it
provides a platform for exchange of experiences @nodnotion
of mutual assistance and cooperation.

b. Unions serve as a forum for sharing glad tidingd assist co-
members in alleviating problems of their neighbolirsamples
are assisting bereaved members, organization t¥dedances,
etc.
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On the educational level, the arrangement of anmlisirict anc
local conferences provide opportunity for membdrsiaons tc
learn about industrial relations generally as wal specific
problems of wages, conditions of the national omy and the
enterprises as they affect the worker.

Unions educate through newsletters and bulletiasdre used t
keep members abreast of its activities, politicebcial anc
economic developments within the nation at largd how it
affect the workers.

Unions provide advisory and consultancy services their
members in respect of their rights and claims agaime
employer.

3.3.3 Political Functions of Trade Union

a. There is a thin line between economic and politfoaktions of

trade unions. Théogic which propels the state to intervene
industrial relations makes trade unions to be @sd in politics
Unions are politically alert because legislatiopslicies relating
to workers welfare are taken by the government. &@mple
labour has parties in Britain and Australia.

Unions serve as political pressure groups in thgslature tc
promote workers’ interest.

Unions sometimes finance political candidates fectéve post:
hoping that their interests are protected. For gtarim Nigeria
most candidates in the labour party in 2003 areudhnion
members.

Political structures within organizations are ieficed by union
when they partake in joint consultation, collectbargaining ani
collective decision making process with manageremployers.

Study Session Summary

In this Study Sessi(, we learnt the definition of “Trade Union”. Als
the aims of trade unions were taught and the mfajoctions of any

association to be called a trade union were alsght:
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Study Session 4

Growth of Trade Union in Nigeria

Introduction

Many trade unions have deep historical roots amdetoporary features.
Their position in relation to current issues canbetunderstood expect
ones looks at the major developmental stages ai@detunion history.
This is one of the reasons why this Study Sessititosk at the growth
of trade unions in Nigeria.

@ earning Outcomes

When you have studied this session, you shouldleeta:

4.1 examine the evolution of trade unions in Nigeria.
4.2 highlight the problems associated with union administratioNigeria.

4.1 Evolution of Trade Union in Nigeria

Trade unions emerged in response to developmeiieha brought up
by the new organization of work and production, akhivere built around
the factory system, itself a production of the isttial revolution in the
late 17" and early 18 centuries. The move by those early recruits into
the factory system was to challenge the unpleasant debilitating
conditions of work in the new centres of productiethe tyranny of both
managers and machines. Trade unionism thereforeseqts the resolve
of workers to resist slavery and oppression inwloeld of work. It is
significant to note that trade unions emerged withive assistance of
governments, and in the absence of any legal rétmgnin actual fact,
for a very long time even in England, they wereardgd as illegal
organizations working in restraint of trade anevés not until 1824 that
the Combinations Act was repealed. In Nigeria,@lth the first trade
union was formed in 1912, it was not until 1938,y2@rs after, that the
legal recognition came (Adewumi, 2004).

In discussing trade unionism in Nigeria, it must ha&ed that wage
employment preceded colonialism and not the othay wound. This
could be corroborated in the statement that Munaik Ppaid off” his
servant in Bussa. Colonialism only came to spreadenemployment.
For instance, Lord Lugard created the two admiaiiste units, Northern
and Southern protectorates, and the Crown Coloniagps. In these
protectorates, there arose the creation of the radirative services e.g.
creation of the Civil Service, the Police, Army ahd gradual emergence
of what is known as labour through the creatiorpofts, railway lines,
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public buildings etc. There was the need for tlaning of skilled men
(Otobo, 1987).

4.1.1 Growth of Trade Unions in Nigeria

Yesufu (1984) said that social institutions, such quilds and craft
societies (hunters, blacksmiths, carvers and weavexisted in the
traditional African communities before colonial @81 Fasoyin (1992)
guoting Roper (1958) maintained that it was cleaw lthese guilds and
societies metamorphosed, if any, to modern tradengsnHowever, these
guilds and societies may not have transformed mmbalern day unions,
they perform the same duties as they do today. Tegulated their
trades, served as social and political forum fairtmembers and also
provided social services to members.

As early as 1897, there had been a 3-day strilartisan workmen in the
Public Works Department (PWD) in Lagos, in protegiainst the
workmen’s hours of work. The Governor McCallum aigos showed
anti-union action, but the ‘bold face’ did not des&rikers until he agreed
to negotiate a compromise with the men (Fasoyi®219Though this
action was not under a formal organization i.elaadler identified, yet it
carried out the role of a trade union.

The first evidence of a trade union was the MedsnMutual Aid
Provident and Mutual Improvement Association, fodme July 1883.
There is no evidence that this union existed beytbed1880s (Fasoyin,
1992). It is noted that the absence of wage empdoyrin Nigeria and
most African countries accounted for late developined trade unions.
The agrarian society did not encourage trade usmoni

The first firm evidence of the rise of modern tragd@onism was the
formation of the Nigerian Civil Service Union (NCB0n Monday, 19
August, 1912. This union emerged from the growirageyemployment
in government establishments. The union was nehddrby a group of
disaffected workers who wanted a platform from whio fight for
amelioration of grievances, or for the improvemeingpecific conditions
of employment. It was formed merely to match theéstexice of such
institutions elsewhere (Sierra Leone) Yesufu (1984)

Otobo (1987) asserts that the nature of the g bore directly on its
relations with the nascent trade unions at thityesiage. He identified
four factors that were responsible for this

a. That the shaky colonial administration was esskiytamilitary
regime, deriving immediate support from the ‘Westridan
Frontier Force’, which for a time was under theedircommand
of Colonel Lugard. It was authoritarian and dicteto by
definition.

b. The periods also coincided with the military consjuef Nigeria
which formally ended with the sacking of the Habsdani
emirates and the declaration in 1906 that they titate the
Northern Protectorate. This was subsequently fatbviby the
amalgamation of the Southern and Northern protatgerin
1914. Pressure was continuously applied by the statsecure
the conformity of organized interest groups.



Fig 4.8 Growth of Nigerian
Trade Unions 1940 — 1976.

Source: Federal Ministry of
Labour Annual Reports and
Quarterly Reviews 1940 —
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c. In a political order largely based on force, anckiag political
legitimacy, organized interest groups, particulgryde unions,
logically bore the brunt of government hostilithetr activities
being regarded as destabilizing of colonial regintese prime
interest lay in the rapid exploitation of resoureesl its supply of
raw materials to European industries.

d. The colonial administration at this point made mef@rence that
it was governing in the interest of the citizenslfdte Schemes
and Social legislation were of little interest to Thus workers
and their organizations had to fight for the esshbhent of a
basic floor of industrial rights and access to aloamenities.

With the outbreak of the First World War in 1914ette followed a rise in
the cost of living, and from 1916 to 1919, the unsniccessfully agitated
for “war bonus”. Other grievances which the unioscdssed from time
to time was discrimination in salary scales in favof European against
Africans performing the same jobs, the frequentasiion of fines as a
measure of discipline etc (Ananaba, 1969).

By 1931, a further trade union development occurmgith the
establishment of Railway Workers’ Union and the édign Union of
Teachers. The emancipation of economic depressid®80 encouraged
the technical sections of the railway workers witie revolutionary
temper characteristic of craftmen, decided thair timerests would be
better catered for through their own organizatiende the formation of
the Railway Workers’ Union (Yesufu, 1984). Anangif269) reported
that in 1936, the unestablished employees of theindaDepartment
founded the Marine Daily Paid Workers’ Union. Thaesehardly any
record of this union’s activities, at least unkietenactment of the Trade
Union Ordinance of 1938.

The passing of the Nigerian Trade Unions Ordinaicel938 was
followed by unprecedented organizational activitytbe part of workers
throughout the country (Yesufu, 1984). The numbesatary earners had
gone up during the Second World War, workers ewpead hardship
due to rising cost of living, war propaganda make workers more
conscious than ever before of their strategic jwys&ind potential power.
Furthermore, the war brought about more leaderstmperials for the
unions from the ex-service men. Also, the admiatste policy of
discriminative salary payment (paying Europeanl ggrvants more than
their African counterparts) served as one poteditxiement element.

Yesufu (1984) contended that the period 1938 — 18@6not be
overemphasized. It was one of almost complete kaifsire unionism
and the golden age of Nigeria trade unionism. Tin& trade union
registrations under the Trade Unions Ordinance 1988 effected in
1940. See Table 4.1 below.

Year No of Unions existing at Total Membership of
the end of year unions at the end of year

1940 14 4,629

1941 41 17,521

1942 80 26,275
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1943 85 27,154
1944 91 30,000
1945 97 51,340
1950 140 (144) 109,998 (144358)
1955 232 175,987
1960 347 (360) 259,072 (274, 196)
1965 600 486,430
1970 725 684, 498
1975 936 772,751
1976 990 (896) 673,030 (724, 697)

Bingel, B. T. (1997). Understanding Trade Unionigm Nigeria:
Historical Evolution and Prospects for Future Depehent.

From the table above, fourteen unions with 4,629mbers were

registered in 1940, 41 unions 1941, etc. It isrtyeseen from the table
that Nigerian workers were not only aware of thenense value of the
Trade Unions Ordinance, but that they were alserdehed to take full

advantage of it. The upward trend in both the nusiband the

membership of the trade unions continued unab&gdhe beginning of

1976, just before the ‘new labour policy’ beganake effect, the number
of trade unions stood almost at 1,000, howeves, flean half of unions
were actually effective. Thus only 340 trade uniomesre listed for

cancellation of their certificates in Government tis®@ No. 1211

published in Federal Gazette of 21 November 197 @ursuance of the
Trade Unions (Amendment) Decree No. 22 of 1978 ctvhiissolved all

existing unions and substituted a new list of sgvéWesufu, 1984). It

should be noted that the decline in membershid 8316 as against 1975
is accounted for by the removal of non-employee amployer unions

from the register following the Trade Unions De¢rEe73.

The significance of the period 1938 — 1976 caneob\er-emphasized. It
was one of almost complete laissez-faire unionesnd, it may well turn
out to have been, by international standards afistrchl democracy, the
golden age of Nigerian trade unionism (Yesufu, 3984

4.1.2 Post 1976 Growth of Trade Unions

The Morgan Commission (1963-1964), drew attentmthe fact that the
practice of trade unionism in Nigeria had left robon much disquiet. It
pointed out that the usefulness and success oftrée unions in
improving the conditions of labour and the atmosphef industrial

relations would depend upon an improvement in tbeganization and
structure, as well as their relationship with empls. The commission
also pointed out that both the employers and wetkepresentatives
express a preference for negotiating and organiiogg industrial lines
(FMI, 1964).

Also Adebo Commission (1970-71) supported the vieaf'sMorgan
Commission in the restructuring of unions. The cagsion expressed in
its own view that the first and most important eéemof a reform in
trade union is to restructure Nigerian labour usionto industrial unions
(FMI, 1971).
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By 1976, the government acted and prorogated Dedceeld of 1976,
having cancelled the registration of the four canttbour organizations;
namely the United Labour Congress of Nigeria, tigeeNan Trade Union
Congress, the Nigerian Workers Council and the ualdnity Front,

provided for the appointment of an Administratoromould perform the
functions of a central labour organization. Amorigen things, he was
required to take all necessary steps to effectfahmation of a single
central labour organization to which shall be &ftéd all trade unions in
Nigeria; and to encourage and effect the formatiarmether by
amalgamation or federation of existing trade uniensotherwise, of
strong and effective trade unions (Decree No. 449G6).

In September, 1976, Mr. Abiodun, M. O. was appantée
Administrator. He held several heated meeting witlon representatives
and based on his personal experience as a retiveegust 1977 from the
Federal Ministry of Labour as Industrial Relatio@emmissioner, the
Administrator issued a final list of the restruedrunions from nearly
1,000 unions, to consisting of 46 workers’ uniodf senior staff
associations, and nine employers’ association, mgaki total 70. This
was backed up by Decree No. 22 of 1978.

It was not easy to launch the new trade unions usecdahere were
petitions from unions which felt that they werenrggeiclassified into the
wrong combinations. Also the issue of leadershipeaé its ugly head as a
result of indecisive elections. Finally, on”ZBebruary, 1978, the Nigeria
Labour Congress (NLC) was inaugurated as the omelytral labour
organization in Nigeria. The name is the one chdseNigerian Labour
leaders themselves in 1975 when they had once cagoeenite. Under
this new arrangement the unions that emerged flmmekercise were
automatically registered. The enabling labour lgwiled the process of
restriction of a new union.

The restructuring achieved the following positivieets (Fajana, 2006).

a. lessening of damaging ideological conflicts amongeNan
union;

b. removal of moribund unions and the substitutionlasfe and
effective industrial unions;

c. employment of well disciplined and experienced éraghion
leaders who are performing full-time duties;

d. assurance of dependable internally generated fialaresources
through automatic check-offs; and

e. creation of one central labour organization (NLC).

However, the negative impacts of restructuring eiserare

a. the authorship of the constitutions and structurethe trade
unions that were created, thereby tying them sécure the
dictates of the state;

b. the increased opportunity for the state to inteevemthe affairs
of voluntary associations such as trade unions emgloyers
associations;
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Table 4.2 Structure of
Unions: 1978 — 2000.

Source: Fajana, 2006.
Industrial Relations in Nigeria.
srd ed. P.158.

c. the confusion brought about by the restructure wheglected
workers in certain industries without unions crdai®o or more
unions in some other industries; and

d. the reduced capacity of the branch unions to hamdlastrial
relations matters as negotiation has become natiama
industry-wide (Fajana, 2006).

The state has found it necessary to grant requesengineer further
reforms to the structure started in 1978 and thigegrise to the table
below.

Type Of Union 1978 | 1986 | 1988 | 1990 | 1996 | 2000
Industrial Union 42 42 41 41 29 29
Senior Staff Association 15 18 21 20 20 20
Employers Association 9 22 22 22 22 22
Professional Unions 4 4 4 4 4 4
Total 70 86 88 87 75 75

Since 1978, industrial unions have experienced f@myde-registration.
The only one on record is that of the Custom, Exead Immigration
Staff Union (CEISU) which was scraped in 1988 oroant of its

existence contradicting state policy that forbidptoyees carrying arms
to unionise.

Also, since 1978, there has existed the issues vaflaps in the
jurisdiction of the unions and the incidence of joterests not properly
recognized, hence the principle of guided intenggnin trade union
affairs encourage the state to form a committek thi¢é labour movement
for the purpose of removing or minimizing these hpems. The
committee reduced the number of industrial unioidx in 1996.

In 2005, the Trade Union (Amendment) Act was prated. The law
ended automatic trade union membership, i.e. umiembership became
voluntary and it also placed total ban on strikene TTrade Union
Amendments Act of 2005 also approved more cenafabur bodies as
different from the singular one that was recognigiete 1978. This new
development has given birth to the registration swbgnition of Trade
Union Congress (TUC) and Conference of Free Tragieni$ (CFTU) in
addition to the existing Nigerian Labour CongrdskQ).

4.2 Problems of Union Administration in Nigeria
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Trade union administrations in Nigeria have beainfasome enormous
problems. These problems are general and they imane small way
been affecting the growth, integrity and the futwfetrade unions in
Nigeria as well as a trend of union decline. Soffrth@se problems are:

i. Poor finances that further limit membership dritemust be
emphasized here that accurate check-off revenuedisced by
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the current rationalization of industrial labouhére is also the
non-disbursement by the affiliate unions.

There is the over-bloated expenditure profile ofons and the
overall effect of high cost of living.

iii. The labour environment is also a problem. Thieasible in bad

government policies and lack of proper democraticegnance,
culminating in autocratic and anti-labour policies.

Poor organizational apparatuses at the trade uleiosl. This
most times is due to lack of experienced union qerel to
effectively carry out the job.

Several threats to union leaders and agitatorss as created
serious anxiety for those who would have effecteitpve
changes in trade union administration.

There is also the occasional or situational prodesd opposition
and rivalry sometimes attributed to parallel workgrs. An
example of this could be seen between medical docod
nurses, and the stereotypical feeling that anturpolicies are
influenced by the opposing groups.

Deregulation, which has also threatened the unifieage

structure, particularly in the public sector; ahd tlemonstration
effect of recurrent labour retrenchment across sStriks,

attributed to the global economic recession (orregpon) and
the social cost of various structural adjustmeigmmmes and
other economic programmes. It is worth to note thealected
industries like Railway and textile have borne loinent far more
than others.

Employment control policies that have tended toderanion
membership bases, e.g. the statutory law on retinerafter 35
years of continuous service or attainment of agesbp70 as the
case may be.

Labour contracting method and casualisation incibrestruction
and oil sectors. In addition, the widespread n@nizations in
the third-generation (including merchant) banks,aorong the
senior or management cadre in the finance sector.

Unemployment rate due to the economic environmamd a
recession, as well as limited investment tendencies

The overall economic and political environment hasde
bargaining difficult. This has created the moreiaer pressure
on job security, while improved employee welfaredslonger a
priority. Political environment on the other harftraugh the
instability feasible in the system, and the attemdstandstill,
union activities have been rendered more difficulsometimes
impossible, due to its perceived concomitant batklan the
economy.

The conspiracy between government and employeatisaussing
labour problems in exclusion of union members orkecs’
representatives.

The recent policy on decentralization of centrablar unions and
the conditions given for labour agitation.
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1938 to 976 and 1976 up to date. Wadso discussed the problel

@ In this Study Sessit, we highlighted the growth of trade unions betw:
facing trade unions in Niger

Summary
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Study Session 5

Employer’s Association

Introduction

This Study Session will look at the concept of evgpls association and
also discuss the emergence of Nigeria EmployersisGitative Forum
(NECA)

earning Outcomes

When you have studied this session, you shouldleeta:

5.1 define anduse correctly the term “employer’s association”.
5.2 appraise the Nigeria Employers Consultative Council (NECA).

5.1 Definition of Employers’ Associations

Employers Association is an organization for bussnand industry that
provides and manages, services that help creatmaimdain positive and
productive employer and employee relationship. Tdssociation is
dedicated to enhancing the employer-employee oelsiti promoting
excellence in the management of the people, optignithe ability of

each employee to contribute to their organisatigorefitability and

continued success.

Employers’ Association is also a voluntary bureaticrinstitution, which
believes in hierarchy and gives more emphasis a@tialization and
division of labour to attain its goals and objeesiv They plan, co-
ordinate and control their activities through ategs of communication
for their orders and directives to be carried dtierefore, it can be seen
as an association formed by a group of individualorganization in
protecting the interest of their members, espsgcialimatters concerning
workers and employers.

Employers’ Association is one of the participamt$ndustrial relations in

Nigeria. At the beginning, employers’ associaticaswinorganized due to
the various prevailing conditions such as the imagdrade unions,

which was not a good one, the take over of employrienctions by

mainly expatriates and the lukewarm attitudes aflooal employers to

genuinely engage in industrial relations with therkers.

The central responsibility of employers’ associati® the reconstruction
of industrial relations so as to promote and suppdfective and
comprehensive agreements in the company and ifathery. They are
expected to assist companies in reviewing inddsglations within their
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undertakings. They should join with the trade usiém amend industry-
wide agreements so as to facilitate orderly anckcéiffe collective
bargaining within the company.

5.2 Types of Employers’ Association

Employers’ associations could be classified intaee¢hmain categories.
These include:

5.2.1 Employers’ (Industry) Associations

These provide a crucial link between employersha same field of
activity where members operate in identical labaod product market.
They are generally made up of firms doing the shusness.

5.2.2 Trade Group

Industry associations also hold membership in tlaeet groups. The
groups discuss among themselves their particullioula relations
problems and the demands made by their respectiusehunions. In
some fundamental cases they pass such issuesdmpiieyer association
for study and advice.

5.2.3 The Geographical Groups

These groups include members in a particular afgehacould be made
of industry associations as well as trade groupsyTprovide free forum
for discussion and solution of local problems amamgmbers and keep
the umbrella body informed of their regional deystent. The group
continuously liaises with employers within each ustity and among
various industries in a geographical area and témaseate a common
interest among various employers in the area.

5.3 Functions of Employer Association

Members of employers association derive a lot ofiefie from the
association. These include: consultation, infororatand education. It
should be clearly stated that employers’ associatiprimary and
secondary functions are:

a. encouragement of members to develop formal bilatera
relationships with workers unions;

advance good labour relation practice;

find out the source of conduct and ways of sohthrgm;

provide adequate and relevant available information

facing the unions on behalf of their members;

provide advice and assistance in the field of pereb
management, such as recruitment and selectiomgestduction
training, grievance processing, discipline, job Igsia,
interpreting labour legislation and collective agrent;

g. regulating the labour market;

~®o0C
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h. protecting employers against the demand of powetrfatle
unions;

i. providing management assistance to member companies

j- protecting the interest of employers against seppliof raw
materials, non-employee professional bodies.

In addition, members have access to the followenyises at affordable
member rates:

1. Employee Relations and Regulatory ComplianceThese are in
forms of Employee handbook Development; Background
Checks; Contract Human Resource Manager ServicamaH
Resource Audits; Sexual Harassment Prevention;rmdfiive
Action Services and Safety Audits.

2. Training and Assessments: These include Leadership and
Management  Training; Computer  Training  Courses;
Assessments; Human Resource Training and Seminar;
Teambuilding and Business Training Lending Library.

3. Benefits and Compensation:These are in forms of Benefit
consulting and administration; Insurance broker vises;
Employee Assistance programmes; Benefit SurveystalTo
Compensation Statements (New); Specialisation Cosgi®n
Services; Wage and Salary Surveys and PoliciesSardices
Surveys.

4. Network/Professional Development: Roundtable discussion
groups and Monthly meetings.

5. Employee/Customer Satisfaction:Obtained through Employee
opinion Surveys; Focus Groups; Customer SatisfacBarveys
and Exit Interviews.

5.4 Nigeria Employers Consultative Association (NECA)

The Trade Union Ordinance of 1938 made it possfbteinterested
employers to form organisations to discuss employngenditions with
their workers. However, the Nigeria Employers Cdtasive Association
(NECA) was formed in 1957 at the instance of goment (which sought
to find a forum for employers’ participation in matal labour policy
formulation) and a few of the leading employerstioé period who
wanted to present a common front on industrial tila before
government (Fasoyin, 1980).

NECA is a federation of employees as well as agradnt of employers
and a constitutional monarch whose function isdeise, encourage and
warn members. Among the principal functions setinuts constitution
are:

i. organizing into membership all private employers time
federation;

ii. encourage the payment of equitable rates of wagdssalaries
via collective bargaining;

iii. dissemination of information through the newsletiealled
NECA news;
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iv. membership of tripartite bodies on labour matters;
v. training and education of members;

vi. advising members on negotiations on wages, congitid work,
dispute handling, management of redundancies;

vii. representation to government on specific labouterst
NECA has maintained a stable growth from its fongdnembership of
54 in 1957 to 527 in 1988. Membership of NECA cetssiof ordinary

members from Industrial firms, Employers Associatiand Associate
members mostly from public corporations and goverminagencies.

Ordinary Employers .

iélélz 15\/ilembership YEAR Members Association QS:;%:;E Total

1957 — 1988 (individual firms) (Industry)

Source: NECA Lagos and 1957 52 01 01 54

Fasoyin, 1980. 1962 244 02 02 248
1965 293 04 03 300
1967 338 05 05 348
1970 367 05 07 379
1972 410 05 06 421
1975 466 05 07 478
1977 498 05 07 510
1978 513 05 07 527
1980 641 19 05 665
1985 514 16 06 520
1988 503 - 08 527

5.4.1 Reasons for the Late Development of Employers’
Associations in Nigeria

The following reasons could be adduced for the tdgelopment of
employers’ association in Nigeria:

* The growth of house unions and the practice of rimyag
workers on an enterprise level serve to discouthgdormation
of employers’ associations as employers prefercedegotiate
with the leaders of a union formed within their indual
enterprise rather than dealing with national orustdal union
that would have emerged through the formation oplegers
association.

* Employers were secretive and unwilling to discuesrtlabour
relations practices with one another to avoid tloeimpetitors
knowing the secret of their success.

* The strength of trade unions to make powerful vaitethe
industry, as at the time could not induce employersband
together.

* The industrial growth, up to the early 1970s, hadrbrather slow
and the wage earning populations as well as orgdnliabour
was small.

 The system of industrial relations in the publictee had a
discouraging effect upon the response of some tarigactor
employers to collective relations.
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5.4.2 Reasons for the Emergence of Employers
Organization

The identifiable reasons for the evolution of emyplts association in
Nigeria include:

a. The need for cooperation and coalition due to theasing
strength of the union and the collaborative effirgovernment
in achieving this.

b. The increased involvement of government in indaknélations
in Nigeria.

c. The 1978 restructuring of the labour movement #andustrial
unions along with other senior staff and professi@ssociation
accompanied by the creation of nine employers’ @ason also
served as indices. This brought about the cruabd for the
NECA.

The establishment of NECA in 1957 with 54 membeatsoduced a new
but important dimension to the role of employerssaciation in

industrial relations in the country. It providednational forum for all

employers to participate in the formulation of patl labour policy.

Though government encouraged its formation, théalniissistance and
guidance to the association on its formation wasviged by the
Overseas Employers Federation (OEF). The OEF pedviWECA with a

model constitution, which probably accounts for shmilarities between
the OEF based in UK and the NECA (Fajana, 2006 Hederal
Ministry of Labour encouraged the establishment NMECA as a

employers’ equivalent to the central labour orgatiin to provide a
forum that the Ministry of Labour could consult iaslid with Nigeria

labour federations at the time.

To bring its service closer to every member, NEG#ablished trade and
geographical groups in the 1960s. The groups ayaniwed on a broad
industrial basis where they provide more directvises to their
constituents. In March 1977, eighteen trade graug® under the broad
umbrella of NECA. Each trade group also have engyindustry
associations catering for specific segments of Wuger industry.
Examples include: Nigeria Textile Manufacturers dgation, Food and
Vegetable Oil Employers’ Association, Nigerian Bar& Employers
Association etc. In March 1977, however, there wtere geographical
groups located in strategic places serving as mefjiorgans of the
NECA. It must however be emphasized that employesociations
display considerable variations in their objectiasswell as structure and
organization. The reason is that some of the assons are registered
under the Trade Union Decree while others weresteged under the
Company Act and some were created by NECA and hlaglsno legal
rights as such. Though all members of NECA shadramunity of
interest, the extent to which they rely on NECA&vices is obviously
determined by the individual constitutional set-up.

5.4.3 Organs of NECA

There are four permanent organs in NECA'’s congtitufThese are:
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The Coordinating Committee

It is the governing council of the associationfolimulates policies, sets
subscription rate, appoint staff for the Secretaliihe membership of this
committee include the immediate past presiderdstreer, the Director of
NECA, the Chairman of each trade group, the chairnod each
geographical groups and that of other committees.

The Industrial Relations Committee

Members are appointed and they report to the coatidig committee. It
is the nerve centre of the association which ingslthe whole gamut of
industrial relations matters.

The Training Committee

This is concerned with the broad function of mangowlanning and
development.

The Finance Committee

This monitors the finances of the association. |koaadvises on
subscription and levies and oversees major finhmdbgations of the
association.

Each of these committees may from time to time ayppad hoc sub-
committees on specific issues.

The Secretariat, though responsible to the CooctidgpaCommittee,
executes the decisions of the various committebe. Secretariat has a
Director, Deputy Director and two Assistant Dirgstavho perform the
arduous task of gathering data, analyzing themaahdlsing employers
on all industrial relations matters that affect NEC

5.4.4 Legal Status of Employers’ Associations

The Trade Union Decree extended legal rights tol@yeps’ associations
interested in collective bargaining with worker$id implies that such
organization have all the rights and obligationat thre provided for
every trade union in the country. It must howevembted that NECA is
a voluntary association, not registered under tfald Union Decree, it
can therefore not enter into any collective bangairagreement with any
union or group of unions. Its advice and serviaesrent legally binding
on members.

5.4.5 NECA’s Relationship with Government and Other
Bodies

The relationship between NECA and other bodies sgen in the
following respect:

* Government can consult employers through NECA and
representations to government are made through NECA

« The primary source of contact between the assoniatind
government is the Federal Ministry of Labour.

* The relationship between the association and gavenhis both
formal and informal, and contacts are often madeawrad hoc
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basis. Formal contacts are made through the assocs
representation on governmesgensored agencis

* Government also consults NECA on matters direalated tc
civil service.

* The association from time to time initiates coreidn with
government either to express its constituent’s siean &
particular government labour or social policy, ar make
suggestions on recommendations to government oartecydar
issue.

* NECA maintains a close relationship with InternasiblLabout
Organization (ILO).

» Cordial relationship with trade unions and theiaders. Th
neutrality played by NECA on union matter is alsmp the
advantage of the association.

Study Session Summary

o7

Summary

In this Study Sessic we discussed the meanjrigpes and functions «
employers’ association in general. We further dssed the emergen
of Nigeria Employers’ Consultative Forum (NECA),cfars tha
contributed to its delay. We concludby looking at the organs, lec
status and relationship of NECA with government atigér bodie:
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Conflict in the Workplace
Introduction

5o

Workers and management are engaged in a contirdeiasmination of
what constitutes a fair day’s work pay, bargaingmgcesses, supervision
procedure, safety procedures etc. All these detdsiall for co-operation
and conflict at the same time. In this Study Sessiee will focus our
discussion on the concept and sources of induswialict.

earning Outcomes

When you have studied this session, you shouldleeta:

6.1 explain the meaning of industrial conflict.

6.2 discuss the different schools of thought divergent views o
industrial conflict.

6.3identify the sources of industrial conflict.

6.1 Defining Industrial Conflicts

A harmonious working relationship is expected tosexn any work

organization. Any business enterprise must buitdua team and wield
individual efforts into a common effort. Each memioé the enterprise
contributes something different, but they mustcalhtribute towards a
common goal. Their efforts must all pull in the sadirection, and their
contributions must fit together to provide a whualighout gaps, without
friction, without unnecessary duplication of eff@@rucker, 1989). But
this does not whole-heartedly exist, there existlustrial conflict. What
is industrial conflict?

Kornhauser, Dubin and Ross (1954) define industoaflict as:

the total range of behaviour and attitudes thatresg
opposition and divergent orientations between iiodial
owners and managers on the one hand, and workioglepe
and their organizations on the other.

The above definition is restrictive because it sedsistrial conflict as
what happens between two opposing groups (ownensigeas versus
workers/unions). However, there exists intra-managd conflict, intra
and inter group conflicts of workers and their ngsraent. Therefore
Fajana (1995) sees industrial conflict as the litgbof these parties
(either between employer and employees or withair troups) to reach
agreement on any issue connected with the objecemoployer —
employees interaction, whether or not this inapitiésults in strikes or
lockouts or other forms of protestations.
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Industrial conflict may be organized or unorganiz&dganized conflict
is likely to form part of a conscious strategy baoge the situation which
is identified as the source of discontent. In uaoiged conflicts, the
worker responds to the situation in the only wayrogo him as an
individual, that is, by withdrawal from the sourcé discontent, or
individual sabotage and rudeness. Such reacti@hyrderives from any
calculative strategy; indeed, unorganized expressiof conflict are
often, not regarded as conflict by the person&énsituation.

There is a wide variety of industrial conflict whienay take the form of
peaceful bargaining and grievance handling, bogcqdblitical action,
restriction of output, sabotage, insubordinatiord grhysical attack,
absenteeism, personal turnover, ban on overtime snke (Otobo,
2005).

Alan Fox (1966, 1973) grouped explanation of indaktonflict into two
schools of thoughts namely unitary and pluralist.

6.2 Schools of Thought in Industrial Conflict
6.2.1 Unitary School of Thought

The unitary school of thought believes that worlgamizations are

unified bodies in which everyone shows the samé. @ace firms have

common goals, the tendency is thus to present gmgsoas members of
a team or family sharing a common destiny. Thisfien allowed to the

management side. Management believes that firmks g@@ommodate
employees as members of a team or family shariognamon destiny

(Otobo, 2000). This view of unitarism has been regged by Fidler,

1981, who said that chief executives do not imadime sides existing

within their respective firm. Also Crouch, 1982 miained that the

bottom issue in industry is the need for sufficigobd communications
and sufficient goodwill that will eliminate confticand trade unions
would be unnecessary.

6.2.2 Pluralism School of Thought

Pluralists assume roughly equal balance of powkvdsn employer and
workers, and mediated upon by external power (the)ks It is assumed
that the state (external mediator) is neutral ie ihtervention of the

relationship between employers and workers. Mastafists are termed
institutional pluralists because they concentrate coganizations and
institutions (i.e. trade unions, employers’ orgatians etc) in their

analyses rather than on persons or groups of oha$ and their

thoughts and actions. Clegg (1975) maintained twth group and
organization has its own source of authority, arftemever there are
separate sources of authority, there is the riskarfflict. Thus when

organizations are in conflict, they may apply poessto persuade each
other to make concessions.

6.2.3 Radical School of Thought

Wood and Elliot (1977) posit another view by arguithat analysis
should move away from assumptions of a naturaleecyltowards order;
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they assert that industrial conflict is ubiquitausd total. That trust and
co-operation are either impossible or where thgyeapto exist are the
outcome of manipulation by powerful groups in stycie

6.3 Sources of Industrial Conflict

52

The sources of conflict in industry are numerouwsne of which are
peculiar to respective organizations/industry attteis located outside
the enterprise. That is, sources of conflict caneltber internal or
external.

Otobo (2005) highlighted both internal and extegmlrces as:

a. Internal — Style of management:
i. nature of physical environment of the work-place;
ii. orientation or social consciousness of workers;
iii. conditions of service;
iv. efficacy or otherwise of the promotion system; and
v. cumbersomeness of grievance and disputes procedure;

b. External — Government’s industrial and economic pdties:
i. nature of labour legislation;
ii. unpatriotic and unethical behaviour of politicedss
iii. national economic mismanagement;
iv. general distribution of wealth and power in sogiatyd
v. nature of the capitalist economy.

Fajana (1995), looked at sources of industrial leinfrom both internal
and external angles. He said the internal souneebased on the opposed
nature of the interests of the employer(s) and eyad(s). While
employers seek the highest profit level and miniowdt, employees (or
through their unions) want the best or highestrreftor their labour or
better and safer condition of service. The extesoalrces are similar to
that of Otobo (2005).

Again, the intervention of State can spark off tiohf for instance,
Government wage freeze during inflation can leackers to demand for
increase in salaries due to reduction in disposabt®me, while
employers will show resentment towards such woskedemand.
Therefore three main grievances can be identifrddrmally. They are
employer’s grievances, individual workers grievaneaead group (union)
grievances.

1. Employer's Grievances emanate from dissatisfactiith
individual workers attitude especially in areas dicipline,
regards for public rules, orders and safety reguiat doing a
good job, unfair labour practices from unions —lafion of
agreements, misinterpretation of contracts, migimétation of
management’s position to workers, conducting uragctivities
during working hours etc.

2. Individual Workers Grievances - This can arise fremployers
not being able to meet worker's needs in-form ofelo
belongingness, esteem, recognition, personal devent,
subsistence, safety and physiological needs. Othams
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inadequate communication between and within emgl®yanc
employers.

3. Collective Grievances Most of the individual grievances c
culminate into collective grievances against mansagg. Thus
workers can express collective grievances on weapeles
supervision, seniority and discharge, general wagykionditions
the style of management, efficacy and otherwista@fpromotior
system, unfair labour practices, niomplementation of collectiv
agreement.

Study Session Summary

absence of industrial harmony due to -consensus of attainment

personal goal by either parties (labour and managémor within
parties (intr-conflict). You also learnt about theifferent schools of
thoughtand sources of industrial conflict.

@ In this Study Sessic we discussed the conceptsindustrial conflict as

Summary
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Trade Dispute
Introduction
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In the previous Study Session, we examined sowfoeslustrial conflict.
Conflict in every organization is inevitable. It expressed in several
forms. One of such form is trade. Let us explore tbncepts, sources
and forms of trade disputes in this Study Session.

earning Outcomes

When you have studied this session, you shouldleeta:

7.1 define trade dispute
7.2 mention sources of trade dispute
7.3 list types of trade disputes

1.1 What are Trade Disputes?

Trade Dispute is defined by the Trade Disputes8it6; subsection 37
as “any dispute between employers and workers twvdas workers and
workers which is connected with the employment @n-employment or
the term of employment and physical conditions ofkwof any person”.

From the definition above, two issues are paramérom the definition.
First, what constitutes the subject matter of ddrdispute and second,
those that are parties to a trade dispute are:

Let us look at some issues that constitute subjedters
a. employment or non-employment of any person

b. the terms of employment of any person (contracmployment
and issues such as matters relating to wage tatass of work,
grading and promotion, redundancy procedures)

c. the physical conditions of work of any person. Tikisonnected
with the physical conditions under which a workeorks
especially relating to safety and health matters.

An explicit look at the parties to a trade dispsb®ws that it involves
dispute either between employers and workers owdsat workers and
workers. The implication is that there cannot beaale dispute unless
there are workers on one or both sides of the thspiis important to let
the students know that workers need not belongyouaion before trade
dispute can occur, nor employers belong to an &ssmt before being
involved in trade dispute. This is so because 8ec87 made no
reference to such associations, but in practicédh bwbrkers and/or
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employee form associations to pursue their demdtrdsle disputes
whenever they arose. This confirmed by the case involving Westt
Textile Industries Co., Ltd Vs A«-Ekiti. Westexinco Workers’ Unio
(1979) N.I.C.L.R (107) 1978/79 page 1

O Trade disputes arise as a result of inherent opposing interests of employers
— and employees in work relations.

Trade disputes are those disputes between worker®mployers. Th
workers may choose to be represented by one osg&mzor anothel
The primary right, however, to be a party to aérddspute belongs to tl
workers on the one hand athe employers on the other hand. Cont
to the argument that has been canvassed for ttie tnaion, the right ¢
appearance before this Court belongs to the warkées trade unions a
only the representatives of the workers. When efioee, a tradwnion is
extinguished by operation of law such as the sitnathat arose as
result of the Trade Unions (Amendment) Decree Nd.of 1978, the
trade unions’ rights may or may not be extinguishiedt it must be
emphasized that the rights of the workwho are the real parties in
trade dispute are not extinguished. It is therepmdectly in order for th
new industrial union under which the workers amgroaped to apply t
this Court to represent the interests of the adfibetorkers

1.2 Sources of Trade Dispute

Sources of Trade Disputes can therefore emanatsn freorkers
willingness to be recognized, seeking for satigbactfair wages an
salaries, job security, redressing of the wrong aubd working
conditions. The difference in the attainrt of these objectives or tl
interpretations by employees (through their uniamd the employe
leads to trade disput:

Furthermore, changes and rapid process of adaptatibich the
enterprise at times has to undergo in order toiweinaffect memberof
the work community in many different ways that thecome sources
conflict (lwuji, 1987)

Trade Disputes in industrial relations are normad amecessary. Trau
disputes maintain the system in some state of ibguin through
enterprise efficienc employee security and protection of public inter
An example is the forcing down of petroleum prodpdtes by trad
union during the Obasanjo regime of 1< 2007 to the best interest
the public. Furthermore, workers trade disputesehsgcured horter
working hours, longer holidays (maternity leave fWeomen too), saf
working conditions but it has its negative effettabour turt-over, poor
workers, work stoppages, loss of r-days and increase in labour cc

There are broadly two kinds oisputes in industry; disputes of inter
(or conflicts of interest) and rights disputes. Tdisputes of interes
concern conflicts in collective bargaining arisingt of the making o
new agreements on terms and conditions of worth@renewal of tose
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which have expired. While rights disputes are thegech involve
alleged violations of rights already establishedimployment contracts
or agreements. The disputes of interest could Inepoanded by rights
disputes. For example, an award made by wages siums often
complicate previous grading, fringe benefits andcpdures negotiated
and laid down within individual enterprises. A it of disputes may
rightly be regarded as coming under rights dispateshese inevitably
arise in the course of daily production processesnterprises (Otobo,
2005).

What comprises rights disputes at any point in tinmaild depend on,
among other factors, the production process, natfravork group

directly affected, and strategies of managemeris generally the case
that such disputes rarely occur in the administeaections of most
enterprises which tend to handle correspondenceaated matters. In
engineering, heavy industries and other producpmtesses involving
mass production techniques (car assembly, elecspniining, etc),

rights disputes would frequently occur given esshigld patterns of work,
custom and practice, and various agreements oninganohtasks, piece-
rate system of payment and overtime rates. In thieskistries,

occupational categories and identities have beemlyfi established,
making it difficult for management to shift workeasound anyhow, or
impose new work methods or manning without due w@lbaison and

compensation.

1.3 Types of Disputes

56

There are various types of disputes. These include:

7.3.1 Intra-Personal Disputes or Grievances

This is exemplified by a worker’s protest againgtigciplinary measure,
non-promotion, termination of appointment, maltneamt by superior,
improper grading or wrongful change in job classifion or title etc.
These are right grievances.

7.3.2 Inter-Personal Disputes

These disputes arise from disagreement betweennaiaduals in the

work place. This might be on issues of interest aigihts in the

workplace. These comprise attitudes, belief andievadystems of the
individual negotiators or officials on both sideshich significantly

influence the state of labour relations. Quite mftsuch conflicts are
erroneously taken as legitimate issues of labolatioes. Thus leaders
especially on the unions’ side are often at paindistinguish between
personality and labour-management dispute, whichdnifest in unions
asking for the removal of an official whom theymim get along with.

7.3.3 Inter-Departmental Disputes

This is evidenced between departments in the wadeplThis might be
premised on the issues of distribution of materiaissigning
responsibilities, sharing of priviledges and oppoities etc.
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7.3.4 Intra-Union Disputes

These are disputes arising from the organizatiahranning of a trade
union as laid down in the union constitution. Sutiatters as the
propriety or otherwise of political or other affition and complaints
arising from election into union offices will ceily come within this
sub-head of disputes.

7.3.5 Inter-Union Disputes

These disputes arise from the restructuring ofetraions. Disputes on
the proper union that can unionize certain categoof workers are
included in this class of disputes. This disputassally between two or
more trade unions with jurisdiction to hear anded®ine matters
conferred on the Industrial Arbitration Panel (IARNd National
Industrial Court (NIC).

7.3.6 Labour-Management Dispute

This manifests where there is disagreement on gssoé the
implementation of collective agreement between theion and
management. It could be premised on interpretatdncollective
agreement or any other issue affecting the either tnion or
management.

7.4 Forms of Industrial Actions

Strike is the most popular form of industrial antim any society, there
are other forms which do not attract much noticeublic attention. This
latter category accounts for a significant promorti of labour-

management disputes. These other forms of indLatiens are used by
workers and their unions as pressure methods orrti@oyer, to win

their demands. In many cases, non-strike actiong s&s the first phase
of an action package that ultimately ends up itrikes Seven types of
action in this category can be identified: (1) waokule, (2) overtime

ban, (3) lock-in/out, (4) intimidation, and (5) leout, (6) sit-ins and

work-ins, (7) picketing.

7.4.1 Work-to-Rule

This aims at the restriction of output through bletate reduction in the
pace of work. Work-to-rule (popularly referred te ‘go slow’) actions

have featured prominently in labour-managementtiogla for a long

time, although they became a regular instrumenturabn bargaining

strategy following the no-strike provision of theamtime legislation.

Although we have no hard evidence on the exteiisafse, work-to-rule
is by far the most common form of industrial actiniNigeria.

7.4.2 The Overtime Ban

This is a union strategy which seeks to impose texidil costs on the
employer if more production is needed. Overtime [mran effective
means of securing the employer’'s concession. Thasegly is frequently
used in the banking industry where normal work lUguzontinues for
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several hours after the close of banking serviodghe public. It is at this
time that the various books are reconciled or lwdnWhere, however,
the union embarks on overtime ban, this has a mlisri effect on

efficiency. A variation of this method is the refiiso work at weekends
or holiday periods.

7.4.3 The Lock-in/out

This is an action in which employees physicallk&aver’ the company
premises, either by locking-in or locking-out theamagement staff, thus
denying them access to or exit from the premisedike the first two
forms (work-to-rule and overtime ban), this actisroften an indication
of extremely unhealthy labour relations which sdmes suggests
excessive use of union power.

7.4.4 Intimidation

It aims at putting the employer in a bad light ling) things which are
embarrassing or antithetical to normal work behavithis form of

industrial action is a more recent phenomenon awd commonly used
in public-oriented organizations. For example, wfithe national union
in a major bank in central Lagos on one occasioategted the
unbearable heat in the office and asked for thevigion of an air-

conditioner. Because management did not give tbel@m due attention,
a few of the workers removed their clothes in fidiw of the perplexed
customers. This act proved too embarrassing to gameant and the air-
conditioning system was installed immediately. 1890, members of
NUBIFIE throughout the country wore tattered dressad masks to
work in order to protest poor working conditions Banks (Fasoyin,
1992).

7.4.5 The Lockout

This is the employers’ counterpart of the strikkeTcompany gates are
locked, thereby preventing workers from enteringe thompany’s
premises. Lockouts are not a common occurrencabiour-management
relationships in Nigeria. In fact, it appears thaist lockouts that occur
are preceded by a strike or other forms of indaisaction. Oftentimes,
when workers embark on an action and the manageondimé third party
intervention has failed to resolve it, the emplogeght find it expedient
to lock out the workers, either to reduce overheasts or to safeguard
life and property. For this reason, it is not uguahsy to separate the two
phenomena in labour relations.

7.4.6 Sit-ins and Work-ins

These are mass occupations of employers premiseslidaffected
workers. During work-in employees continue produttwith the aim of
demonstrating that the plant is a viable concemrthe case of a sit-in,
which often takes place where the production pmeEgesmake a
prolonged work-in impossible, the aim is to pro&ghinst a management
decision whilst in the case of a proposed clospreyenting the transfer
of plant and machinery to other factories (IPM, @R7
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Two main charactestics of sit-ins and workas are (i) the illege
occupation of an employer’s premises against ishes, (ii) exercising ¢
countervailing control over the establishment bg thiccupiers. Thes
tactics are forward in preference to other formsafanizd industrial
actions by trade unionists becat

a. they offer some degree of control over the estaivlent being
occupied, which is obviously important in redundarsituations
where the removal of plant and machinery to otleeations is
being threatened.

b. since such actions take place on private propértseduces thi
likelihood of conflict with the police.

c. employees are better able to maintain their moeald grouy
solidarity (Farnham and Pimlott, 1979).

71.4.7 Picketing

This is the physical conducof strikes and the rights of strikers
assemble, to communicate information and to peeswdders to help ¢
to join them. In most strikes, it is a common piactfor the unions t
appoint official pickets to stand outside the wdalge where the disite
is taking place. This is done to make it clearngpkyees, managemei
the public, and other workers delivering or collegtgoods and materie
there, that a strike is in progre

Picketing hour permits strikers not to use physioate, that peple and
vehicle are not stopped against their will; and thair conduct does n
threaten a breach of the peace in the eyes ofdlieepPicketing is als
confined to those employees directly involved ia thspute and to the
place of work, or to clearly connected establishme

Study Session Summary

5y

Summary

In this Study Sessi(, weintroduced the meaning of “de dispute”. We
learnt about sources of trade disputes (disputedariest and disputes

rights). Also other forms of industriactions like wor-to-rule, overtime
ban, lockin/out, sit-ins and workas, picketing, intimidation etc. we

looked at
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Study Session 8

Strike Action

Unresolved trade disputes often leads to the bmmhkdof cordial
relationship between labour and management whibsesjuently ends-
up with the declaration of strike. Strikes can leldred by either labour
or management. In this Study Session, we will erenthe forms and
effects of strikes on parties involved in a dispute

Learning Outcomes

When you have studied this session, you shouldlzeta:

8.1 define anduse correctly the following term in bold:
¢ strike
8.2 discuss at least two types of strikes.
8.3 discuss the effects of strike on workers and employers

8.1 The Meaning of Strike

The occurrence of a strike depend on several factdrich include
prevailing circumstances and others issues whighnfiave been seen to
be inconsequential. Most strikes are deliberatgamized by workers and
not spontaneous. Hiller (1969) stated that

In moving towards a strike, inhibitions must beaxad, and
this is accomplished by accepting or creating pregations

of the situations which encourage action: supplying
justifications for striking and minimizing the hada of the
undertaking. Justifications are provided by rehegrs
grievances and claiming merits. Thus the extentvidich
strikes do actually occur will be most immediately
determined by processes of negotiation among wsrker
themselves.

The above quotation does not imply that all strikesne about only
through workers’ deliberate decisions, managemamiptay roles in the
existence and duration of strike.

Having been accepted by both parties (managemehtwarkers) that a
dispute is established, it is required that theriaggd party gives a 21-
day notice. When a dispute becomes a strike, werkave to abandon
their jobs or employers lock them out. Thereforgtrike is a temporary
stoppage of work in the pursuance of a grievancelemnand (Otobo,
2005).



Study Session 8 Strike Action

A majority of strikes are non-violent because dftraint on both sides
and because both parties realize that it is a tesmpstoppage of work.
Any damage done to machinery (if violent) will eugally hurt workers

when the strike is over (no instrument to work withich will eventually

lead to retrenchment).

The state occasionally intervenes in strikes thnotige Ministry of

Employment, Labour and Productivity. The ministngervenes through
labour legislation by giving the power to the minjgto intervene in the
dispute or apprehend such dispute with the aimrofpting settlement
by reconciliation.

8.2 Forms of Strikes

The following are some common forms of strikes:

a.

Wild cast strikes: This is embarking on strike without prior
notice to the employer. It is a violation of cowtizal agreement
and is not seriously authorized by the union secist

Sit down strikes: Workers are present at work but refuse to
work. In sit down strikes workers do not take otlex company’s
assets and its management.

Sympathy strikes: A solidarity action embarked upon by
workers who are not directly involved in the disput is moral
and fraternal support given by non involved worksith the aim

of bringing pressure on the employer involved i ttiade
dispute.

Constitutional strikes: These are strikes that conform with the
laid-down procedure of collective agreement indbelaration of
strike. The procedure includes way of calling merslmut, time

of calling etc.

Official strikes: Strikes authorized by the leadership of the

union. An unofficial strike can occur when thereaisloss of
confidence by membership on their leaders.

8.3 Measurement of Strikes

Incidence of strikes among industries and natiafierd. In determining
the incidence the measurement has to be made lhighael Poole
(1986) suggest the measurement of strike with

iv.

Duration — average length of stoppages in working days
Breadth —involvement per 1000 wage/salary earners.

Frequency — number of stoppages per 100,000 wage/salary
earners.

Impact — number of working days lost per 1000 wage andgala
earners.

Duration is the length of the stoppages usuallgnan-days of work lost.
Breadth is the number of workers who participateniork stoppages.
Frequency is the number of work stoppages in angivat of analysis
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over a specified time period. Impact is the numdfeworking days lost
through stoppages.

8.4 Mobilizing for Strike

62

The actual occurrence of a strike depends on devacdors and
prevailing circumstances. There is need to mobilpekers for a strike
and the later stage of trade dispute. At this paintime, individual
members of management hold discussions with indalidworkers
perceived to be influential and often offer britzasl other inducements
in order to abort the fast approaching strike. Sirdbrmal pressure
tactics are supplemented by official notices thaiggerate the possible
negative consequences while appealing to some athtgories of
workers not to get involved as they are not diyeatfected.

On the workers’ side, series of meetings would bkl Ho discuss the
dispute and the possibility of strike action. Aeske meetings, four types
of workers are most active:

» the group of workers who are most directly affectad the
original instruction or problem;

» those workers that do not usually like going orkstr
» influential workers who may argue for or againsigia
» trade union officials.

At all informal meetings, all these persons wouddiénbeen persuasively
arguing their various viewpoints before individwald small groups of
workers. These various arguments are again repatateticial or formal
meetings with the most appealing of the argumeatsyinig the day:
sometimes a vote is necessary to determine whetbst of the workers
present supported one view or the other.

When the union sees that negotiation is not geitinghat it wants, it
soon gives the employer/management a deadline wfieh it will call
out its members on strike. The management knowiegrhplications of
a strike, may now make further concession in otdestall the strike or
call the bluff.

A strike is simply a ‘method of bargaining’ as déised in the general
opinion in union circles. Many would dispute thigiion, saying instead
that when a strike takes place, it is a sign tle#iective bargaining has
failed. Whether a strike represents an extensiocobiéctive bargaining

or its failure, the decision to “walk out” or “takestrike” may be reached
by either a union or management in order to sec¢heeterms and

conditions of employment each side desires. Bus thHecision is

inevitably preceded by an attempt by each partgatisfy itself that a

strike will not represent final disaster rathemttimal persuasion (Otobo,
2005).

Unions Consideration before Embarking on Strike Action

“Do not threaten a strike unless you are readyitfolis a general rule
which a union leader forgets at his peril. Indeedly in very few

occasions, particularly those complicated by fectmutside the industry
and the company, will a bluff work.
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To reach the decision to strike, most union lead®d bureaucrats are
likely to examine the following points:

1.

The effect that calling a strike or, converselyreging on a
contract without a strike, will have on the uniopglicies, aims
and goal.

The strength of the union and its ability to shuwd the
company’s operations. This includes whether allnast of the
members of the union can be persuaded to stayheffjdb.
Whether non-members can be encouraged to do the, sard
whether other unions will co-operate with the strgkunion.

The degree to which striking members will be ablevithstand
the loss of salaries.

The degree to which public opinion will be sympdiher at
least, not antagonistic-to the purposes of thkestri

Management Considerations before Embarking on Strike.

The Considerations Include:

1.

The extent to which a possible settlement is retalvle with
company policy.

What are the long-and short-term implications aflisg without
a strike? Will a comparatively low-cost concessioade this
year become prohibitively expensive in later years?

The ability of the company to withstand possiblssl@f profits,
customers and suppliers depends upon its comgefidsition
and the over-all condition of the market and theneeny.

The ability of the company to secure other empleyead
continue operations.

The effect of a strike on non-striking employees.

The importance of the strike issues to union membaiill these
issues receive the wholehearted backing of the raesfibTo
what extent will the strikers be financially able go out and
remain on strike?

The extent to which public opinion will support toempany’s
position.

The role that government can be expected to asguthe event
of a work stoppage.

8.5 Effects of Strike

A majority of strikes are non-violent because aftraint on both sides. A
reason for such caution is the realization thatrikesis atemporary

stoppage of work. Damage to machinery could hunkess when the
strike is over. Similarly, a high level of aggressiduring a strike may
have negative effect on bargaining relationshipsciwviare crucial for
day-to-day labour-management relations. There lmpen cases where
workers after a strike refused to have dealingé wérticular managers,
because of their conduct during a previous stiikeis, although tempers
may be high on both sides during a strike actiath Isides would seem
to recognize certain unwritten rules that govemdumt in such periods.
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However, some strikes have been violent largelpliving destruction of
some equipment, locking up of some members of nemegt and
forcible closure of factories. Such violence werpaly matched by
police brutality as they were empowered to direatlgrvene to protect
‘public order’ or the rights of non-striking emplesgs who might be
harassed or attacked as they try to cross thetgicke

The duration of the strike would depend on suclofacas:

the substance of the disagreement or dispute;

the nature of conflict resolution machinery;

the resolve of, and resources available to bottiggar
the product/service market or industry; and

involvement of the state. The state intervenestrikes mostly
through the operations of the ministry of employmenlabour
which ordinarily is responsible for implementindpdaur laws and
related legislation.

8.5.1 Effects of Strike on the Worker and His Union

a.

It allows the individual striker to exercise hismtlamental right
to withdraw his service whenever his personal wishd
aspiration, needs are threatened.

It improves the economic well-being of members loé trade
union whenever it is used to strike a better bargaith
management.

It makes management to take union serious whenéege is
need for future negotiations.

It is a learning process which by each side (labaund

management) is able to estimate the relative paivéne other.
A unit having had a strike in its previous negatiatwas less
likely to have a strike in its current negotiatiGuggesting that
the strike serves as a learning process (Maurd)198

Strikers are at the risk of losing substantial meoand tenure
during the period of the strike. The implementatwin Trade
Dispute Decree 1976, Section 32, that no-work-np-pekes
strikers to lose pay during strike.

A loss of credibility of any strike by the strikeesnfers on the
leader loss of confidence from both the managenasuat the
workers. They are not likely to be voted in againda
management can victimize such leaders (Fajana,)2006

8.5.2 Effects of Strike on the Employer and Labour
Management Relations

a.

There is loss of production, loss of output, inabiko meet
customers’ demands, inability to supply custom mden
schedule etc on the part of employer.

Pre-strike costs, cost during the strike; long terosts and
uncommon costs are identifiable by Imberman (1979).
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Pre-strike costs involve productivity loss. As unieaders and
the management trade charges, workers put forghelferts and
less care;

Cost during the strike involves lost profits froos$ of revenue,
net earnings, and role equipment. Also cost is ékecutive's
time which are used for breaking strike rather thamg it for
more profits elsewhere;

Long term cost includes loss of employees who nayreturn
after the strike, cost of recruitment for replacamef lost staff.
Management bears the cost of extra overtime inrdmdeeet up
with the loss of production occasioned by the staktion.

Uncommon costs include sabotage to equipment, ptieve of
supply of essential services to the factory dugiudeting.

In brief, the final costs (including overheads) ttte employers by
(Imberman, 1979) are:

a.
b.
c.

s@ ™ o
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legal counsel and executive time during the pri&estreriod,;
pre-strike slump in productivity;

loss of operating profits as customers split tlheders to avoid
disappointment from a factory where strike is imenif)

loss of profits during strike;

legal counsel and executive time loss during iikatr
negotiations;

shutdown and disruption;

carrying raw materials and semi-finished inventory;

carrying hospital, medical and life insurance daistrike action;
continuous payment of non-exempt office staff;

extra security guards;

hiring and training replacements;

overtime cost;

unrealized profits on lost future sales as custsraetitch;
executive time devoted to production;

carrying semi-finished inventory in other disrupf#dnts etc;
overtime in other plants;

excess distribution costs; and

lease of trucks etc.

8.5.3 Effects of Strike on the State and Society

a.

Disruption of the objective of maximization of eoonic growth
and development for the nation.

Loss of national output as a result of the losuatput in the
affected industry.

In a linkage economy like in the oil exploratioroaomy, a lot of
problems erupt as a result of strike. For examgileruption of
electricity grounds all social services, healthviees etc.

Political unrest can be ignited by a general strike
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e. Distortion of the national economy. For examplesuzcessfu
strike for wage increase leads to infection-adjustment of
government priorities, neglect of some social smwifor the ne\
role etc.

f. Frequent strike bringa nation to disrepute and a fall in
international credibility. Foreign investments drscouraged an
a blockage to developmental objectives.

Study Session Summary

In this Study Sessic we discussed the meaning of strike in indus
@ relations. We discussed types of strikes such dd-cast, sit-down,

sympathy, constitutional and official strikes. A, we cexamined
different considerations that both workers and rgarmeent must mak
before embarking on strike. We concluded with theeet§ of strike ol
workers and manageme

Summary
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Study Session 9

Trade Dispute Settlement Procedures

Introduction

©

The settlement of labour disputes must be pursu#dnapt attention to
control prolonged interruption of the system. THRigdy Session will
therefore expose you to both the grievance proeeduad statutory for
selling conflicts.

earning Outcomes

When you have studied this session, you shouldleeta:

9.1 discuss the internal machinery of grievance procedure.
9.2 describe the statutory mechanisms for settling trade diesput

9.1 Machinery of Grievance Procedure

This is the internal machineries that are pre-afraed self-imposed
undertaking by the parties (workers and employeges)esolve all

grievances, through specified machinery, withosbreng to industrial

action. Trade Dispute Act 1976, Section 3(1) saprilthat any dispute
arising in industry must first be settled undereinal machinery, and
only when this fails can the statutory procedure rbsorted to. A

grievance is the dissatisfaction of any employea group of employees
over a denial of a perceived right or interest tool the individual or the
group feels entitled (Fasoyin, 2002).

Fasoyin (1980) gave four stages to be followed tibhze the internal

grievance resolution procedure. The proceduresswath the aggrieved
employee reporting his grievance to his immediateskor sectional head
for investigation and possible resolution. If regmn was not achieved,
the second stage operates i.e. the grievancensréperted in writing to

the sectional manager within specified days (foanegle, in most

companies, 3 days). The sectional manager intesvamal tries the
settlement of the grievance, but if this fails, teevance process
proceeds further by reporting same to the uniorremsmtative who
accompanies the aggrieved to present the caseetoH#ad of the
Department (third stage). If settlement for theegaince is not found at
stage three, it is then referred to the Managinge@or through the
Personnel Manager (fourth stage). This is the fatabe of the internal
grievance processing.
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9.2 Types of Grievances

Grievances can be classified into two, hamely:

1) Individual grievances, and
2) Collective grievances.

9.2.1 Individual Grievances

Individual grievances are based either on right imterest. Right
grievances form the major aspect of individual waieces which include
worker’s protest or worker’s desire for wage inseaeduction in hours
of work, non-promotion, termination of appointmemaltreatment by
supervisor(s) etc. Disputes relating to rightstareed to be “justifiable”
disputes.

Interest grievance is alluded to when workers wahes employer to
concede to their request. Such grievances arecdety “Haggling”.
Haggling device is a negotiating method of settimgrest disputes over
what will be the working rules for the future (Besden, 1965). Since
interest grievances are non-justifiable, they aispased off through
peaceful alternative to litigation in the form ebdration (lwuji, 1987). It
has been observed that it is difficult to separgglet grievance from an
interest grievance, for in most cases a criticahngration of right
grievances has underlining interest grievance.

9.2.2 Collective Grievance

Collective grievances refer to the dissatisfacbba group of employees
or the entire members of the union (Fasoyin, 2002&)h grievances
involve interest issues like hon-payment of entitat (wages, benefit),
dissatisfaction with working conditions, non indtus of certain things in
the negotiation list etcetera.

In some cases, an individual grievance may becomeolkctive
grievance if the employees think that such achigféront to their union.
For example, termination of the appointment of aomnleader can
become a group grievance.

9.3 Procedure for Statutory Settlement of Trade Disputes

68

The basic structure of the machinery for settlenténrade disputes in
Nigeria are defined statutorily from

Trade Disputes Act No. 7, 1976.

Trade Disputes (Essential Services) Act No. 236197

Trade Disputes (Amendment) Act No. 54, 1977 and

Trade Disputes (Essential Services Amendment) Acta¥, 1977.
It should be noted that voluntary grievances praoedn the settlement
of trade disputes are recognized by the Trade Despéct of 1979,

however when it fails, the next unmentioned fivagss of statutory
procedure are applicable. They are:

o Mediation.
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o Inquiry.

o Conciliation.

o Arbitration.

o National Industrial Court

9.3.1 Mediation

Trade Disputes Act 1976, Section 3 requires bothigsato a dispute to
submit their disputes to a mutually agreed mediatio the internal
machinery and procedures fails, or if no such afjreeans of settlement
exists. The submission to the mediation shall Hbiwiseven days of the
failure or the existence of the dispute. Where thils, any of the parties
wishing to pursue the matter further is requiredidclare a trade dispute
and notify the Federal Ministry of Employment, Lab@and Productivity
in writing within fourteen days of the failure tesolve the dispute.

9.3.2 Board of Inquiry

Section 23 and 24 of the Trade Disputes Act, greesn for a board of
inquiry which is primarily a fact-finding machineryhe board looks into
the causes and circumstances of the dispute. Adbamfaimquiry is not

mandatory to feature in the dispute settlement inach nor is it

required to precede conciliation. Most often inguaoard is appointed
when the dispute is likely to have a serious eftecthe public interest
and it will be expeditiously good to clear the dihe use of board of
inquiry is abhorred by unions because it is seera derm of delay
mechanism to the advantage of employers.

9.3.3 Conciliation

After the receipt of a written report from eithearfy to a trade dispute,
the Minister of Employment, within 7 days appoiatconciliator who
will look into the causes and circumstances of thigpute and by
negotiation with the parties’ attempt to bring abau settlement. If
settlement of the dispute is reached within fourtedays of his
appointment, the conciliator shall forward a memdrtan of the terms of
the settlement duly signed by the agents of thputiisg parties to the
Minister.

9.3.4 Arbitration Panel

When conciliation fails to reach settlement witliourteen days of its
appointment, it shall inform the minister who imrtwvill refer the dispute
to Industrial Arbitration Panel (IAP) within fouga days of the failure of
conciliation. It should be noted that IAP is theginming of the judicial
processes for settling trade disputes. IAP is mgdef a chairman, his
deputy and twelve other members, four of whom aminated each by
employers and union. The board has twenty-one daydess an
extension is granted, to give its award.

Legal representations are allowed for either pattyhe sitting of the
arbitration hearing but it is not mandatory. Aldmlateral negotiations
goes on concurrently with the panel hearing, wisetdement is reached,
the panel will simply confirm such agreement arsdigsits award so as to
give legal backing to the agreement. Such awardBfis published by
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the minister who allows a maximum of 21 days witivimich either part:
to the dispute may raise an objection. If no olipects received withil
the stipulated time, the minister confirms the alvhat becomes bindir
on both jarties.

9.3.5 National Industrial Court

If any of the party involved in trade dispute giesotice of objection t
the award given by IAP to the minister within tlemal 21 days of th
award, the minister shall refer the dispute toNlagional Industial Court
(NIC).

The NIC is mad-up of a president and four other members whc
referred to as judges. It has exclusive jurisdittio make awards in tt
settlement of a trade dispute and determine tlerpgrétation of its ow
award, a collective agreent, award of the IAP or the terms
settlement of any trade dispute (Fasoyin, 2002L N-hears the dispute,
call for evidence as deemed fit and gives a rulirgg is final and bindin
on both parties involved in the dispi

It is no gain saying th the statutory procedure, even thougt
emphasizes thi-party intervention, nevertheless promotes collex
bargaining. Mediation and conciliation are directtemsions of th
bargaining process because their principle is iepdan negotiation ar
effective communication. Moreover, arbitration ane thdustrial cour
encourage continuous bargaining that can resaltaonsent award whic
is a further show of support for collective bardgaidy.

Study Session Summary

=y

Summary

In this Study Sessic we discussed the resolution of trade dis|
through the grievance process. Grievances can biévidoal or
collective. The statutory mechanisms for trade wispesolutions wel
equally discussed. They are mediation, inquiry,cd@tion, arbitratior
and industrial cou
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Study Session 10

Collective Bargaining

Introduction

For harmonious industrial relations of the workglaihere is need for the
use of collective bargaining to either nip crisisthe bud or even to
resolve already declared trade disputes. In thigl\sSession, we will
look at the principles and approaches to collediaeyaining.

earning Outcomes

When you have studied this session, you shouldleeta:
10.1define the term “Collective Bargaining”.

10.2discuss theories relating to collective bargaining.
10.3mention types of collective bargaining.

10.4list functions of collective bargaining procedure .
10.5discuss the benefits of collective bargaining.
10.6highlight constraints to collective bargaining.

10.1 Nature of Collective Bargaining

The term collective bargaining according to Webbs (1902) is an
economic institution with trade unions acting adolar cartels by
controlling entry into the trade. He postulatest titais nothing but
negotiation concerning pay and conditions of emplegt between trade
unions in one hand and either an employer or ana@mgs’ association
on the other. However, Flanders (1952) sees coledtargaining as a
political rather than economic issue.

Fasoyin, (1992) describes collective bargaining aasnachinery for
discussion and negotiation, whether formal or im@r between

employer(s) and workers’ representatives, aimedeatching mutual
agreement or understanding on the general emplaymaationship

between the employer(s) and workers. The conclusi@n agreement is
not a necessary determinant of collective bargginithus the Labour
Act of 1974 defines collective bargaining as a pescof arriving at, or
attempting to arrive at, a collective agreement.

Dale (1985) sees collective bargaining as a relahgp between unions
representing employees and management represeetimgoyer. He
postulated that collective bargaining involves thecess of union
management and the negotiation, administration iaterpretation of
collective agreements covering wages, hours of warid other
conditions of employment. It also involves concgrezonomic actions
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and dispute settlement procedures. Dale thus enzgisate processes or
strategies involved in collective bargaining. Sarly, Ubeku (1985)

defines collective bargaining as a process basetherprinciple that

workers have right to contract with the employess ta wages and
conditions of service and that the employers rezagtine right. It is thus

according to him, a system used for determiningesaand condition of

service in which the employers shares adminisgatiecision-making

responsibilities with the union.

Bernardin (2003) sees collective bargaining ocogrivhen labour union
representatives meet with representatives of mamagein determining
employee’s, wages and benefits, creating or reyigiark rules, and the
resolution of disputes or violations of labour cant. Therefore it is a
primary process of determining employee’s wagesefies and working
condition.

The ILO Convention No. 98 (1949) relating to thelRito organize and
to bargain collectively describes collective bangaj as:

“Voluntary negotiation between employers or empisye
organizations and workers’ organizations, with ewto
the regulation of terms and conditions of employtrian
collective agreements”.

There are several essential features of colletiargaining, all of which
cannot be reflected in a single definition or dggmn. They are as
follows:

i. It is not equivalent to collective agreement beeauosllective
bargaining refers to the process or means, andeativie
agreement to the possible result, of bargaininger&hmay
therefore be collective bargaining without a cdlkexagreement.

ii. It is a method used by trade unions to improve tédrens and
conditions of employment of their members, ofterttmbasis of
equalizing them across industries.

iii. It is a method which restores the unequal barggimiasition
between employer and employee.

iv. Where it leads to an agreement it modifies, rathan replaces,
the individual contract of employment, becauseogginot create
the employer-employee relationship.

v. The process is bipartite, but in some developingnates the
State plays a role in the form of a conciliator vehe
disagreements occur, or may intervene more dirgetly. by
setting wage guidelines) where collective bargajnmpinges on
government policy.

vi. Employers have in the past used collective barggitd reduce
competitive edge based on labour costs.

Aturu (2005) sees collective bargaining as a proaeksereby workers
and employers enter into discussion and consuligtioith a view to
arriving at collective agreements aimed at regudpivorking conditions.
It is collective in the sense that the outcomehefprocess usually affect,
persons organized in groupings; that is, trade nsmid-asoyin (1992)
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therefore concluded that collective bargaining isstandard-setting
machinery aimed at:

i. constituting an important source of regulation gousy wages,
salaries and other employment conditions mutuahead between
labour and management and in conformity with pubdiicy;

ii. serving as guiding principles of labour relatioasg

iii. establishing a set of rules guiding relations betwéhe parties
during the life of a collective agreement, as veallproviding for
an orderly method of settling grievances that avenid to occur
from time to time (Dunlop, 1949).

These three functions of collecting bargaining #re foundation of
industrial democracy (Fasoyin, 1992).

10.2 Theories of Collective Bargaining

Collective bargaining theories help us to undexstanme aspects of
union and management behaviour as well as theifuniiag of collective
negotiations. We shall discuss three types of tesor

10.2.1 Chamberlain and Kuhn Theory (1965)

They viewed collective bargaining from three pecsipes which
represents different stages in the developmeriteo€ollective bargaining
process. The three perspectives are:

a. Means of contracting for sale of labour (The MairkgConcept).
b. Form of industrial government (The governmentabtig

c. A system of industrial relations (The Industrial hd@ement
Concept).

The Marketing Concept

This concept views collective bargaining as the msear process by
which labour is bought and sold in the market pldcether words, it is

that method of conducting industrial relations vhidetermines the
standard terms and conditions of employment by wtabour is supplied
to an employer either by its present employees yoitd newly hired

workers. This is an exchange or economists’ mduk s based on the
principle that workers have the right to contragthwemployers as to
wages and conditions of work and that employeregeize that right. In

this, it is possible for labour and managementngiitute arrangements
for review of terms of conditions of employmenttie need arises.

Government Concept

This concept viewed the institution of collectivarggaining as a rule-
making process by which rules governing the retetiobetween
management and trade unions are made. Administratiandustry is
determined by the extent to which the social pastiaee willing to have
their relationships influenced by rules that aietjg made, or the extent
to which rules unilaterally determined by one &f fgarties are acceptable
to other. Here collective bargaining is viewed gwétical phenomenon
in which power relationship is attained. The intaypof the power is
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illustrated in the extent to which the actions oe@arty are otherwise
influenced by the other party.

Power relationship is least manifested when oneayp&r extremely

powerful and the other is totally unable to get amganingful result in its
interaction with the other party. In practice, trede union will be able to
deploy the strike weapon, and the employer willabé& to lock out the
workers in the event of a strike action. This weilable the trade union
and employer to assess and advance their powerdswiae realization
of their members’ aspirations and workplace interes

Industrial Management Theory

This concept views collective bargaining as a systef industrial
management to the extent that trade unions joinlaregs in reaching
decisions on matters in which both parties haval vitterests. This
happens because collective bargaining by its natwaves trade union
and management in making decisions in those amased by collective
agreement.

This theory enables functions of management to Hagesl with trade
unions. Ordinarily, the management exercises righfsrerogatives over
many industrial issues. Such as expansion of tkaess, relocation and
other investment-related decisions, but the in@dewnf trade union
brings about the joint sharing with management siecs that would
otherwise be guided by managerial prerogatives.only

10.2.2 Sydney and Beatrice Webb Theory

The above viewed collective bargaining as an ecéndamstitution, with

trade unionism acting as a labour cartel by colmiglentry into trade.
They observed that the terms and conditions of eypmpént can be
determined in three (3) main ways:

a. Unilateral determination by the employer.
b. Unilateral determination by employees.

c. Unilateral determination by the state; as well asntj
determination by social partners.

They viewed all the three previous methods as iheptti sub-optimal and
dissatisfying results, whereas collective detertomaby the three social
parties are more satisfying and leads to enduratgsfaction by the
parties.

They see collective bargaining as an alternativindividual bargaining
that provides a method of mutual insurance for wiskThat collective
bargaining replaces the weak attempt by the indalido effect some
changes in terms and conditions of employment.

The Webbs theory re-echoed the warnings of Lenuh Miax that the
trade union organization should exercise reasoraketo ensure that its
collectivity is not abused by the management thinocgrrupting of the
union leaders, to the extent that the mass moveroH#eted by the
collectivity is now converted to the advantagehaf émployer only.
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10.2.3 John T. Dunlop Theory (1958)

John Dunlop (1958) sees collective bargaining as rtieans of rule
making which governs the workplace. It is notedt ti@ institution of
collective bargaining comprises of three actorselgm

a. Hierarchy of managers and their representatives.
b. A hierarchy of non-managerial employees and thgkesmen.
c. Any specialized third party agencies.
He sees collective bargaining as that which isdately dependent on the

quality or characteristic of the operating conteixthe parties. The details
of the environment include

1. the technological

the historical

the social

the cultural

the power relationship between actors
6. the dominant ideology.

a ks owb

He concludes that collective bargaining is effextimly to the extent that
the environment permits this.

In a more general sense, collective bargaining lwhats its supporters as
well as its critics is a critical element in plusah. Why does pluralism
place collective bargaining at the centre? Becaaseadherents and
critics agree, in the pluralist vision, labour amdanagement, as
autonomous interest groups, can and should joifidythe rules of
employment upon terms which represent an acceptabiepromise
between their competing interests. But is this @sscof negotiation and
compromise a good in itself? Pluralists believe thas, although their
rationales vary: collective bargaining replicathe processes by which
conflict is and should always be resolved in a denawy; it projects
democratic values into the workplace; it presetiesautonomy of social
forces as against the pervasive influence of taesit is faithful to — but
makes more acceptable by its mobilization of cowaiéng power — the
conventional marketplace techniques of economierand in a capitalist
economy; it ensures the participation, and thetebymoral commitment,
of those most directly concerned with outcomes;rapresents a
significant advance over abusive and oppressivéatenal employer
control.

Collective bargaining, in as much as it promotesnagracy at the

enterprise as well as at the national and the tngdlevels (depending at
which level collective bargaining takes place)aimsimportant aspect of a
sound industrial relations system.

10.3 Types of Collective Bargaining

Collective Bargaining may take place at the nafionadustry or
enterprise level. It could be said that collectbargaining is a means of
settling issues relating to terms and condition®mployment and has
little to do with labour management relations ppliformulation.
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Nevertheless, collective bargaining may reflectomsatimes explicitly

and at other times implicitly — labour managemaeatations policy e.g.,
on wage guidelines, termination of employment pdoces. It can also be
a means of developing policy formulation at theustdy level. For

instance, arrangements and agreements resultingy fomllective

bargaining may provide ways in which wages couldhbjisted to meet
increases in the cost of living, in which case th&ll constitute an

agreed policy on this issue. They may link a pdrtvage increase to
productivity increase or provide for productivitgig sharing in other
ways, in which event they represent policy on atspe€ productivity.

Methods of dispute settlement would reflect a d@e$ar the peaceful
resolution of disputes. Forms of bargaining are:

10.3.1 Enterprise Collective Bargaining

This take place between employer and the workeasgiven company or
enterprise. This type is not common in Nigeria @&nckertainly does not
meet the definition of collective bargaining agsltated in the Labour
Act.

10.3.2 Industrial Collective Bargaining

This type is common in Nigeria and it usually inve$ many employers
and can therefore be described as industrial/nemtiployer bargaining
(Aturu, 2005). The agreement reached in this tyge collective
agreement has nationwide application and implicatiathin a given
industry. To this extent, it has national colowatand such agreement
could be adopted by enterprises as “staff handbdok’guide the
employees.

10.3.3 National Collective Bargaining

Any bargaining process that has nationwide imglecair application
can be described as national collective bargaifitgru, 2005). Most
atimes, bargaining in respect of wages has tenaldgk tnational in this
country. Many atimes, the NLC and the Federal Gawent negotiate
wage increases and the conditions of work afterns&timajor policies
such as increase in the prices of petroleum predamtl other economic
policies likely to affect the labour market. In rhaeases, such agreement
that emanate from the national collective barggrare not limited to the
public sector but extended to the private sectooudph the Minimum
Wage Act. Aside from this, the Joint Public Servidegotiating Council
also engages in bargaining on behalf of worketharcivil service.

Bargaining can also take several other forms. BBmME003) explained
three of the most common as distributive, integeatind concessionary.

Distributive Bargaining

This is the most common type of bargaining and lve® zero-sum
negotiation. In other words, one side wins and dtteer side loses. In
distributive bargaining, unions and management haiteal offers or

demands, target points (e.g. desired wage levet)stance points (e.g.
unacceptable wage level) and settlement ranges deagptable wage
level).
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Integrative Bargaining

This is similar to problem-solving sessions in whioth sides are trying
to reach a mutually beneficial alternative (i.enawin solution). Both the
employer and the union try to resolve the contiicthe benefit of both
parties. This bargaining is also called “intereasdd bargaining”. The
objective is for both parties to find the commonwgrd between them, to
build relationships, and to eliminate the adveedarelements of
traditional bargaining.

Concessionary Bargaining

This involves a union giving back to managementeahwhat it has

gained in previous bargaining. Usually such a m@/grompted by

labour leaders who recognize the need to assistogerg in reducing

operating cost in order to prevent layoffs and ptdosure. Thus, it is the
economic adversity that motivates concessionargdiaing. In some

cases, despite financial crises, the union maybeouwilling to concede.

This may be because the union does not view maragé&rarguments

as credible. Thus the degree of trust and cretjithittween management
and the union may influence the extent to which cessionary

bargaining occurs. Other forms of collective bangay are:

Fractional Bargaining

Professor James Kuhn (1967) discussed fractiomghbang. Fractional
bargaining involves the sectional activities of somork groups who
because of either their strategic location in tleekuflow or special skills
seek supplementary agreements on behalf of thepgedone. (For
example, Medical Doctors bargaining separatelyittomembers within
the medical sector) such groups are usually cobesith their own
informal authority structure.

Individual Bargaining

As the name indicates, this involves the individuarker seeking an
improvement upon his prevailing conditions of enypbent. This is
pointed more in the manual and poorly paid work&frssompulsively
banding together in groups to negotiate better germ Nigeria for
example, as soon as a ‘junior’ worker is promoted the lowest rung of
management group, he/she is explicitly asked toe giyp union
membership (Otobo, 2005).

10.4 Functions of Collective Bargaining

According to Fajana (1999) bargaining is of valiefly and severally to
each of the actors in industry, that is, to thek®sos, employers and the
state. He highlighted the benefits thus:

To the workers, collective bargaining

i. affords them an opportunity to participate in thanagement
functions of their organization.

ii. allows substantive and procedural rules governiegworkplace
to be jointly determined by both union and managenand
sometimes with government. Substantive rules pertt
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financial issues while procedural rules refer te firocess for
reviews of collective agreements, periodicity of etieg and
methods of dispute settlement.

allows for the provision for grievance and dispsgttlement
procedures. For example, collective bargaining ifipedime for

negotiation before strike can take place, the gnee procedure
will specify and maintain uniform standard of diaie at the

workplace.

To the Employer, Collective Bargaining

saves the cost (time and finance) of negotiatirtg each worker.
Time is saved from being expended on negotiatingh wi
individual workers, just as financial cost is saviedtead of
negotiating individual salary structure.

generates industrial harmony and thus saves theotadrikes.
Workers value being part of decision making therfmllective
bargaining may reduce the possibility of deploystgke and
others forms of industrial action. Industrial peaie thus
guaranteed with all the overt and covert costs haf strike
avoided by the employer.

ensures that jointly authored rules are complieth vaasily.
Workers' preference for collective bargaining ire thlace of
strike could derive partly from the philosophy thgintly
authored rules are complied with more easily rathan rules
that were unilaterally imposed by the employer.

prevents the development of multiple standards bBpagement
in meting out disciplinary actions, and the attanidaimbersome
administration of several rules that the absencecadlective
bargaining would have brought about.

avoids comparison issues which may be raised bykevsrif
individual bargaining had been used. Issues thabearaised for
comparison mostly among workers is wages and salari

To the State, Collective Bargaining

ensures that the state benefits from orderly réisolwf conflicts
through collective labour-management relations.

avoids the negative effects of visible expressibeonflict which
create tensions even among those that are notviendh the
crisis.

iii. avoids political instability which overt expressiof unresolved

conflict can bring about.

removes the need for state intervention which maymutually
perceived as biased towards labour or managenmhtharefore
unsatisfactory.

brings less usage of efforts and resources ofttte that would
have been expended by the state in attemptinglpoldigour and
management resolve their differences.
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10.5 Benefits of Collective Bargaining

It is sometimes claimed that in non-industrializedintries settlement of
wage issues through collective bargaining — espig@a a national or
industry wise basis — can be an obstacle to a wadiey to promote
specific economic objectives because wage ratesaineecessarily fixed
on criteria designed to promote specific economid social objectives
(other than as compensation for cost of living éases), and that they
often tend to reflect the bargaining strength & garties or the supply
and demand conditions of labour. With some excapti@uch as Japan)
wage increases through collective bargaining ireAsy little attention
to productivity, individual or group performancedato skills. However,
collective bargaining has many advantages whicle leen claimed, for
it is a means of resolving differences between mament and
employees, though it has made little positive dbation to higher
productivity and higher earnings by linking pay performance and
skills.

1. Collective bargaining has the advantage that itlesetissues
through dialogue and consensus rather than throagfict and
confrontation. It differs from arbitration becaugbe latter
represents a solution based on a decision of d garty, while
arrangements resulting from collective bargainingually
represent the choices or compromises of the patimsselves.
Arbitration may invariably displease one party hesit usually
involves a win/lose situation, and sometimes it mayen
displease both parties.

2. Collective bargaining agreements often institutimeasettlement
through dialogue. For instance, a collective agergmmay
provide for methods by which disputes between thigs will
be settled. This has the distinct advantage thep#rties know
beforehand that if they are in disagreement, ther@n agreed
method by which such disagreement may be resolved.

3. Collective bargaining is a form of participationotB parties
participate in deciding what proportion of the ‘eaks to be
shared by the parties entitled to a share. At titea# an agreed
term, labour again insists on participating in dewy what share
of the fruits of their labour should be apportionad them.
Collective bargaining is a form of participatiors@lbecause it
involves a sharing of rule making power between leygys and
unions, and this has eroded areas which in earlig#s were
regarded as management prerogatives e.g. tranpfersotion,
redundancy, discipline, modernization, productiorornms.
However, in some countries such as Singapore aniysia,
certain subjects such as promotion, transfer, i@cent,
termination of employment on grounds of redundaray
reorganization, dismissal and reinstatement, asij@sent of
duties within the scope of the contract of emplogineare
regarded as management prerogatives and outsidsctipe of
collective bargaining. But collective bargainingfets from the
drawback that it seldom deals with how to enlaige“take”, as
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the way of increasing the share of each party withteroding
competitiveness.

Collective bargaining agreements sometimes renowncnit
the settlement of disputes through trade unioroaatr lock out.
Therefore collective bargaining agreements can taveffect of
guaranteeing industrial peace for the duratiorhefagreements,
either generally or more usually on matters covebgdthe
agreement.

Collective bargaining is an essential feature ia tdoncept of
social partnership towards which labour relatiohsutd strive.
Social partnership in this context may be descrilzed a
partnership between organized employer institutioasd
organized labour institutions designed to maintamon-
confrontational processes in the settlement of udesp which
arise between employers and employees.

Collective bargaining has valuable by-products vate to the
relationship between the two parties. For instaaceng course
of successful and bona fide dealings leads to dremtion of
trust. It contributes towards some measure of wstdeding by
establishing a continuing relationship. Once thatienship of
trust and understanding has been established, foties are
more likely to attack problems together rather teach other.

In societies where there is a multiplicity of uréoand shifting
union loyalties, collective bargaining and consedugreements
tend to stabilize union membership. For instandesre there is a
collective agreement, employees are less likely ththerwise to
change union affiliations frequently. This is aleb value to
employers who are faced with constant changes ionun
membership and consequent inter-union rivalriesultieg in
more disputes in the workplace than otherwise.

Collective bargaining agreements which determingenates on
a national or industry level, place business coitipeton a more
equal footing as a result of some standardizatiothe costs of
labour. This is probably a less important advantagy in the
face of technological innovations and productivtives.

Perhaps most important of all, collective bargainirsually has
the effect of improving industrial relations. Thimprovement
can be at different levels. The dialogue tendsmorove relations
at the workplace level between worker and the umiorthe one
hand and the employer on the other. It also estaddi a
productive relationship between the union and thmpleyers’
organization where the latter is involved in thegass.

However, between the employer on the one hand enénhployees and
union on the other, collective bargaining improvetations for the
following reasons or in the following ways:

a.

It requires a continuing dialogue which generadlgults in better
understanding of each other’s views.

Where collective bargaining institutionalizes methofor the
settlement of disputes, differences or disputeslesg likely to
result in trade union action.
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c. It could lead to cooperation even in areas not i@eby
collective bargaining arrangement.

Also, between unions on the one hand and employers’
organizations on the other, collective bargainingprioves the
industrial relations climate in the following ways:

a. It acts as a means of exerting influence on thel@rep or the
employee, as the case may be, where the unreasqgaition of
one party results in a deadlock. The employersawization or
the union, as the case may be, has an interestxentirg
influence on its respective members; the maintemaoic the
relationship between the two parties is seen asiitapt to issues
well beyond the current dispute. Both parties knthat the
current dispute is only one of many situations \Wwrace likely to
arise in the future, and that a good relationshéeds to be
maintained for the overall benefit of their respacimembers.

b. The entry of a union and employers’ organizatidio ia dispute
facilitates conciliation or mediation. Sometimeseoor both
parties are able to divorce themselves from thenrmoanflict or
from their position as representatives of their rfbers, and
mediate with a view to narrowing the differencesl dimding
compromise solutions.

c. Collective bargaining often leads employers’ orgations and
trade unions establishing links, and to look fod &nrcrease areas
of common agreement. This in turn ensures the beoketheir
respective members.

Between unions and their members, collective banggi tends to
enhance the stability of union membership. Empleya#o perceive that
their union is able to secure collective bargainaggeements, or obtain
concessions through collective bargaining, are liésdy to frequently
change their union affiliations.

10.6 Constraints to Collective Bargaining

Constraints of collective bargaining refer to thdaetors or things that
affect effective bargaining or do not allow it twritve as expected. Some
of the identifiable constraints to collective bargag include:

1. unfavourable political climate;

non-recognition of existence of trade union;

poor power relationship;

discrimination in the authorship of rules;
instability of workers organization;

restriction on association;

unwillingness of the parties to give and take;
unfair labour practices on the part of both parties
inability of the parties to negotiate skillfully;

10. unwillingness to negotiate in good faith and reagfeement;
11. suspicion of the other party;

12. targeting human beings and not disusing issues;

© o N gk
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13. unwillingness to observe the collective agreem#rasemergt

Study Session Summary

o7

Summary

In this Study Sessic we discussed the natuoé collective bargaining
Three theories and different types of collectiveghiing were equall
examined

We alsc discussed the functions of collective bargaininghimi an
industry, advantages of collective bargaining dreddonstraints that wi
affect the effectiveness of collective bargair
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